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James D. Spring. Choirmon OctOuer 1983
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Worren P. Schmechel, Vice-Choirmon for Fmonce
President Monrono Power Compony
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Jackson. Oitzinger ond Murdo, Helena

The Honorable Ted Schwinden
Governor, State of Montana
State Capitol

Helena, Montana 59601

Dear Governor Schwinden:

On behalf of the Governor's CouncU on Management, it is a pleasure to submit to you and

the people of Montana this final report summarizing our findings and recommendations.

The comprehensive and Intensive review of the Executive Branch by 34 vol-unteer, private

sector management specialists produced 344 specific proposals for Improving the

management of state government operations.

CouncU members found this experience challenging and rewarding. The cooperation and

enthusiasm of the many dedicated state employees was very gratifying. Department

administrators and staff participated actively In the evaluation process and contributed

numerous helpful suggestions. This relationship also pro-vided the private sector

representatives with a realistic Insight Into the problems faced daily by public

administrators.

The Montana business commiinlty should be commended for its enthusiastic sponsorship

of this undertaking. As a result, the CouncU completed the entire program at no cost to

the taxpayers. This commitment Indicates a willingness to cooperate In efforts that can be

beneficial to our state.

By requesting this review, you have taken another step forward In your efforts to achieve

more cost-effective management of state government. The content of this report is

Impressive; however, the ultimate success of this effort will be measured by the results

realized through Implementation. The members of the Governor's CouncU on Management
wUl be avaUable to assist you in achieving this goal.

OLVvA-o

Very sincerely

James B. Spring

Chairman

Not for Profit, Non-partisan Corporation
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Overview

Montana has consistently enjoyed an enviable economic position despite

periodic variations in the economic cycle. A stable revenue base coupled

with responsive management actions has averted serious problems. How-

ever, state expenditures have grown as a result of the continuing demand
for expanded services and rising inflationary pressures. Appropriations for

all agencies reporting directly to the Governor increased 38% in the past

five years, reaching $944-million in fiscal 1982. During the same period

state government employment decreased by 1 1 % for these agencies.

On assuming office in 1981, Governor Ted Schwinden realized forceful

actions were needed to maintain the past stability of Montana's state gov-

ernment and offset the impact of anticipated economic trends. Therefore,

he initiated a series of concerted efforts to internally improve the organi-

zation structure and management effectiveness of the Executive Branch.

These included consolidating three agencies into a new Department of

Commerce and reorganizing other operating groups so desired service

levels could be maintained with reduced staffing. In addition, aggressive

efforts were introduced to diversify the state's economic base, thus reduc-

ing its heavy dependence on agriculture, forest products and energy re-

sources. Expanding existing businesses and attracting new industries

were emphasized to create the added jobs needed to ensure continued

self-sufficiency.

As the general economy continued to deteriorate and cuts in federal fund-

ing became a reality, the administration was faced with new challenges.

However, these factors also presented a unique opportunity to reshape

many existing policies, programs and priorities to better meet the needs of

Montana citizens. The impact of federal cutbacks dramatically increased

the state's responsibility for programs traditionally supported by funds

from Washington. This also transferred greater decision-making powers

to the Governor and the Legislature for determining the scope and magni-

tude of important programs. Therefore, Montana's state government had

significant reasons to encourage cost effectiveness if it hoped to assume

broader program responsibilities with the same resources.

As a next step in meeting these new challenges. Governor Schwinden

asked the private sector to help in identifying additional improvement op-

portunities in state government. Based on initial, enthusiastic expressions

of support, the Governor's Council on Management, a results-oriented,

private sector sponsored task force was created by executive order. This

order directed the Council to recommend methods and procedures for

providing state government services in a more cost effective and efficient

manner while maintaining the quality of delivery systems. To fulfill this

charge, the Council's objectives included:

Identifying immediate opportunities for increasing efficiency and

reducing costs.



Evaluating the impact of earlier organizational and operational

changes to determine it managerial accountability and administrative

control could be enhanced.

Suggesting managerial, operational and organizational improve-

ments for longer term consideration bv the chief executive and the

Legislature.

Pinpointing specific areas where further in-depth reviews appeared

justified by potential short- and long-term savings.

In defining the scope of the Council's activities, primary attention was fo-

cused on areas where maximum benefits could be realized from the ef-

forts expended. Based on this guideline, departments comprising the Ex-

ecutive Branch and reporting directly or indirectly to the Governor were

designated for major attention. As part of this activity, certain boards,

commissions and advisory groups were also included to determine their

impact on state services and costs. However, organizations administered

by other elected officials, the Legislature and the Judicial Branch were ex-

cluded as were policies relating to mandated federal and state programs.

Council Organization in December 1981, Governor Schwinden called upon James B. Spring,

President, Christian, Spring, Sielbach & Associates, to chair the Gover-

nor's Council on Management. In addition, Al Donohue, President,

KMON Radio and the Heritage Inn, was named Vice-Chairman for Per-

sonnel, and Warren P. Schmechel, President, The Montana Power Com-
pany, was appointed Vice-Chairman for Finance. These business leaders

recruited the management specialists required to complete the Council's

mission and obtained the funding for its support. Other Council directors

included Edwin H. Jasmin, President, Northwestern Bank oi Helena and

Edward A. Nurse, President, Foundation Materials Consultants, Inc., who
served as Council treasurer and secretary, respectively.

Over 190 organizations with operations in Montana responded by con-

tributing the services of 34 management specialists as well as the required

financial support. With the Governor's concurrence, the Council retained

Warren King and Associates, the public sector management consulting

subsidiary of A. S. Hansen, Inc., to advise and coordinate the Council's

work. Based on their earlier experiences in guiding similar projects in 30

other states, the Governor had previously authorized this consulting

group to develop a detailed plan of action for the organization and opera-

tion of this program.

Following an intensive planning effort, the ac tual review of state govern-

ment began in April 1982 and extended through June. To conduct the

necessary evaluations, identify improvement opportunities and develop

recommendations, the task force was divided into four teams, each head-

ed by a senior business executive. General government operations were

assigned to Stephen Winter, Manager of Tariff Administration, The Mon-

tana Power Company. The human resources team was headed by

Kenneth E. Hickel, Co-owner, Manager, Best Western Ponderosa Inns.



Findings and Results

Potential Benefits

Reviews of natural resource activities were directed by William M. Mur-

ray, Associate Administrator, St. Vincent Hospital, while responsibility for

the physical and economic resources team was assigned to John W.

Greene, President, Butte, Anaconda & Pacific Railway. A. W. Fitzpatrick,

Vice President Operations, Great Falls Gas Company, initially directed

the physical and economic resources team during its review of the De-

partment of Commerce but was subsequently recalled to his company.

During an intensive 12-week review, private sector management special-

ists evaluated the internal organization structure and operations of major

departments to determine where better management and administrative

practices could improve cost effectiveness. As the teams completed their

basic research, findings in the form of evaluations and recommendations

were drafted for consideration by the Council's Operating Committee.

This group included the Chairman, four team leaders, and the program

consultants. Where issues involved a potential conflict of interest. Coun-

cil members abstained from participating in the decision-making process.

Throughout the evalution period, a productive working relationship was

established and maintained with department administrators and state

government personnel at all levels. Their involvement was encouraged

and considered essential to the success of this partnership effort. In addi-

tion to providing vital information and insights into the operation of Mon-

tana state government, many participated actively by identifying im-

provement opportunities. During the final stages of the review, team

leaders briefed agency heads on the content of the recommendations

dealing with their operations. This was done to encourage further input

and expedite implementation.

The Council's recommendations are summarized in this report. Contents

are arranged to simplify review and facilitate implementation. The first

four sections document the findings and recommendations developed by

each team. They provide a brief description of the assigned department's

organization and operations plus specific recommendations for improve-

ment, including discussions of each problem, the proposed solution and

any benefits or costs involved. These sections are followed by a Digest of

Recommendations, which provides a listing of the individual proposals.

This includes the recommendation statement, action required for imple-

mentation, and associated financial impact. The concluding section lists

the sponsors who contributed personnel, funds or in-kind services.

The Council developed 344 recommendations for improving the man-

agement and administration of state government operations in Montana.

Of these, approximately 74% can be implemented by executive action.

The balance will require new or revised legislation. Where possible, the

Council has identified a specific financial impact for each recommenda-

tion on a cash basis. The Analysis of Potential Benefits, shown on the next

page, summarizes the anticipated, composite financial results. However,

generation of savings or income was not the sole objective of this project.

Improvements in management effectiveness and service delivery were

considered of equal importance.



In this overall analysis, benefits have been classified as either annual or

one-time in the following categories. Savings are based on proposed re-

ductions in operating funds currently expended or appropriated. Income

is the inflow of new or increased funds realized from improved invest-

ment return, increased service fees, or the sale of assets. Costs represent

the cash outflow required to implement particular recommendations but

they are frequently offset by savings.

Proposals affecting fees were restricted to areas where a specific user

group— rather than the general public — is the recipient of a government

service. In such cases, recommended changes were primarilv limited to

ANALYSIS OF POTENTIAL BENEFITS

Annual State Federal Total

Savings

Income

Costs

Net Annual

One-Time

Savings

Income

Costs

Net One-Time

the amount needed to recover the actual cost of providing the service.

Since most direct benefits to Montana taxpayers will result from recom-

mendations involving state funds, the Council attempted to separate

these potential estimates from those accruing to the federal government.

Because of the complexity of some recommendations, it may take five

years or longer to realize the full benefit. As a result, not all dollar savings

will be immediately available.

Benefit estimates were based on fiscal 1982 appropriations. Authorized

position references are for the same period and are rounded to the nearest

whole number although the state monitors full-time equivalents to the

nearest hundredth of an employee. When personnel changes have been

proposed, savings or costs have been computed from the midpoint of the

appropriate salary range, then 23.33% added for fringe benefits except

for five institutions which have a 25.66% factor. In calculating interest re-

alized from the investment of idle cash or new income, a 1 2% annual rate

was used. However, interest income was not claimed as a benefit unless

the recommendation clearly suggested the investment of available funds.

However, a significant amount of unclaimed interest income could be re-

alized if savings from other recommendations were invested instead of

spent.

$41,464,000



Throughout this report, benefits are stated conservatively and costs realis-

tically. Therefore, actual results may exceed estimates. When it was im-

possible to accurately project the financial impact of recommendations,
estimates were made to indicate an order of magnitude. Over $260-
million has been cited in the text as a reasonable projection for the addi-

tional potential of unclaimed benefits.

Overall Observations The 1972 Constitutional Convention can be credited with formulating a

basically sound design for the overall organization of Montana's Exec-

utive Branch. However, these efforts were concerned primarily with con-
solidating agencies providing similar services. In the process, details for

integrating the internal operations of the new organizational elements
were not a major concern. Subsequently, some intradepartment restruc-

turing has occurred. However, further actions are needed to accomplish
operational refinements and eliminate organizational fragmentation.

In identifying opportunities for increased departmental efficiency, organi-

zational weaknesses were a major concern. Specific recommendations in

the Council's report address this subject. While most are directed at inter-

nal department operations, several proposals transcend these boundaries

to respond to complex interagency managerial and service requirements.

When implemented, the resulting impact should expand the capabilities

of administrators in meeting both short- and long-term service demands.
In addition, the following paragraphs highlight some major findings by
the Council's four teams.

General Government: Sound management is the key to efficient govern-

ment operations. Line departments and support service functions suffer

when management objectives are not well defined. Operational overlap,

ineffective supervision and reduced control result. Therefore, important

recommendations stress the need to formulate well-defined department
objectives. This will encourage administrators to initiate productive short-

and long-range planning. The Governor must become directly involved

in this process so the importance of better statewide planning and im-

proved interdepartmental coordination receives proper emphasis.

Although managers must have the resources to accomplish their goals, a

lack of centralized control can create duplication, poor utilization and in-

creased cost. This is evident in the management of legal services, data

processing and the state's vehicle fleet. Currently, the Attorney General's

office provides some legal support to agencies on a contracted basis but

frequently departments hire their own specialists. As a result, some
department-based attorneys are poorly directed and underutilized. Al-

though specific examples are discussed in the body of this report, the de-

ficiency should be alleviated by transferring responsibility for under-

utilized lawyers to the Attorney General's office where personnel

assignments could be initiated and monitored more effectively.

The need for stronger direction is also evident in data processing and ve-

hicle fleet functions. In both instances, control should be consolidated in



the Department of Administration. In this way, consistent procedures can

be developed, coordinated and enforced. In addition, modifications in

the system for processing authorized warrants in the Accounting Division

would reduce the risk of duplicate payments.

In contrast, inefficient manual recordkeeping systems and complex order-

ing requirements hamper the effective use of centralized purchasing pro-

cedures. To streamline operations and speed order processing, decentral-

ization of routine purchasing operations should prove advantageous.

However, the central purchasing group would retain responsibility for

formulating policies, monitoring agency purchasing activities, coordinat-

ing large repetitive orders, and processing bids on major supplies or serv-

ices exceeding $25,000.

The state's current personnel system also causes numerous problems.

Long established compensation policies stress seniority rather than job

proficiency while uniform standards for evaluating performance have not

been developed. In addition, performance evaluations are absent in most

agencies. Qualified candidates are excluded from job advancement be-

cause of failures in the system for posting position vacancy notices. In ad-

dition, training programs are not available to increase employee skills.

Moreover, the traditional strength of organized labor in Montana has

resulted in the recognition of some 75 state employee bargaining units.

Negotiations are further complicated because many supervisory staff

members maintain their union affiliation after promotion. Upgrading and

extending the authority of the existing Personnel Division would be pro-

ductive in correcting these deficiencies. Since the Personnel and Labor

Relations Study Commission is charged with responsibility for review of

overall personnel policies and practices, the Council has not attempted to

evaluate the appropriateness of individual employee compensation.

However, inequities do exist at ail levels throughout state government and

should be given high priority for corrective action.

Human Resources: Efficient delivery of services is a primary goal of the

departments caring for human needs. Therefore, effective, responsive

management is critical. Currently, poor utilization of facilities prevents

the Department of Institutions from meeting its goals. While the state pris-

on is overcrowded, other institutions have surplus space. Elsewhere, sep-

arate facilities and services are unnecessarily duplicated. However, many
of these problems could be resolved within the department by institution-

al mergers, reassignment of facilities and closings. Furthermore, the fund-

ing needed to accomplish these modifications would be far smaller than

the investment for construction of new facilities.

Agencies responsible for human services also need to alter their organiza-

tional structures and scope of responsibilities to eliminate overlapping

functions and reduce excessive staffing. Activities in the Department of

Institutions relating to alcohol and drug abuse as well as mental health

and residential services should be merged with the Department of Health

and Environmental Sciences. These consolidations plu^ the elimination



of duplicate support units would enable the Department of Health and

Environmental Sciences to make sizable staff reductions. This would help

reverse the pattern of uncontrolled growth established in earlier years and

accommodate reduced federal funding.

Upgrading operational systems must also be given a high priority. Cur-

rently, the Department of Social and Rehabilitation Services is threatened

with the loss of several million dollars in federal support due to extremely

high error rates in determining welfare eligibility. This is a direct result of

inadequate controls, poorly trained staff and insufficient understanding of

the legal complexities of federal compliance.

Natural Resources: In addition to enriching public recreational activities,

Montana's natural resource agencies are important sources of revenue.

However, the state is not realizing an equitable rate of return on its invest-

ment or sufficient income to cover operating expenditures. Licensing and

permit procedures are inconsistent and inadequate. Therefore, revised fee

schedules should be authorized for virtually every department. In the De-

partment of State Lands, these increases — coupled with proposed im-

provements in oil and gas royalty auditing procedures — should generate

substantial added income. Similarly, internal systems should be modern-

ized so cumbersome manual operations are replaced.

Field operations are an important function in natural resource manage-

ment. However, they are not well integrated or properly coordinated with

department administrative offices in Helena. The Department of Fish,

Wildlife and Parks is a prime example. Here, reorganization would clarify

and strengthen central supervision, improve the effectiveness of field per-

sonnel, and reduce costs.

Physical and Economic Resources: Such diverse activities as transporta-

tion, industrial development and revenue collection affect the economic

welfare of the state and its citizens. In each of these areas, overall mis-

sions are changing. The shift in highway operations is from long-term

construction projects to the more routine maintenance of existing roads.

However, parallel changes in staffing patterns to meet these demands

have not been accomplished. Furthermore, fee and fine increases to sup-

port anticipated repair and maintenance programs are not in place.

Heavy staffing characterizes the Department of Revenue's property as-

sessment programs while the results produced are inconsistent. When au-

tomated, a uniform assessment system could centralize more activities in

Helena. Similarly, outdated liquor license quota procedures should be

phased out over a 10-year period. In addition, trends of rising costs and

significantly reduced profits from the operation of liquor stores raise seri-

ous questions about the value of continued state government participa-

tion in retail operations.

Implementation Many of the Council's proposals can be implemented immediately by ad-

ministrative actions. However, more complex recommendations may re-



quire several years before benefits are fully realized. To encourage contin-

ued progress and optimize impact, specific priorities for implementation

actions and benchmarks to monitor agency achievements must be estab-

lished. Earlier experiences of Warren King and Associates on similar state

government projects indicate that 20% of the projected benefits should be

achieved during fiscal 1 983. This total should increase to 50% by the end

of fiscal 1984 while further benefits should continue to accrue over the

following two years. In this process, it may be necessary to revise some
recommended approaches to accomplish intended objectives.

The principal responsibility for implementation rests with the Governor.

Because proposals were reviewed in concept with the Governor and ap-

propriate state administrators in late June, some suggested changes may
already be in effect or in the early stages of implementation. To maintain

this momentum, the Governor's office must emphasize the importance of

this effort to all administrative levels. In addition, the Council recom-

mends adoption of a formal program to include:

Issuing an executive order to indicate the Governor's full support of

implementation.

a Appointing a director to guide statewide implementation efforts.

D Designating responsibility for implementation in each department.

Developing implementation procedures and timetables to expedite

and monitor progress.

Maintaining effective communications with the legislative leaders

and special interest groups.

D Coordinating interagency activities.

Publishing reports and issuing releases periodically on results

achieved.

To provide support and guidance during implementation, members of the

Governor's Council on Management are prepared to serve as a technical

advisory resource. In addition, the Council is prepared to sponsor in-

dependent audits to verify actual accomplishments. Most importantly.

Council members and sponsors plus the general public must be kept well

informed on implemention progress through regular communications.

The successful partnership established between Council members and

state government personnel during this project plus the enthusiastic sup-

port expressed by the Governor and department administrators during the

exit briefings were encouraging. These cooperative and positive attitudes

should enhance the success of the implementation process as well as pro-

vide the basis for the ongoing improvement of state government activities.

This will help ensure the continuation of a highly cost-effective, public

service delivery system in Montana.
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Office of the Governor

Fiscal 1982 Budget: $5.3-million.

Positions Authorized: 60.

Positions Filled: 53.

Chief Operating Officer: Governor.

Reporting Structure: The Governor, Montana's highest elected official, is

responsible for overall policy determination and

the administration of major Executive Branch de-

partments involving 9,600 state employees.

As chief executive officer, the Governor establishes policy to guide the

operations of 1 5 Executive Branch departments while other constitutional

officers administer their own agencies. The incumbent is also heavily in-

volved in the state's financial management activities. A balanced budget,

currently exceeding $3-billion, must be submitted for legislative review

every two years. In addition, the Governor must approve or veto every bill

passed by the Legislature. He also selects qualified individuals to fill nu-

merous appointive government posts.

The present staff in the Office of the Governor includes 53 full-time em-

ployees. Responsibility for selected day-to-day operations is delegated to

the Lieutenant Governor and key staff members.

The Lieutenant Governor acts for the Governor in his absence and

carries out assigned special projects primarily dealing with state-local

government relationships.

The Executive Assistant functions as the chief of staff. Principal re-

sponsibilities involve policy formulation and administering internal

services vital to the operation of the Office of the Governor. Fourteen

administrative assistants and staff members report directly to the Ex-

ecutive Assistant while six other functions, including the Office of

Budget and Program Planning, report administratively with a func-

tional relationship to the Governor. In addition, the Executive Assis-

tant administers special projects in Indian jurisdiction and coal tax

advocacy.

Office of Budget and Program Planning (OBPP) prepares the state

budget as well as provides data processing and centralized service

support. Although this office is theoretically assigned to the Executive

Assistant, most direction comes from an informal reporting rela-

tionship with the Governor. The staff of 20 includes eight financial

analysts.

The Governor's broad and complex responsibilities create the potential

for numerous management problems. In the present structure, attempts to

provide interdepartmental coordination have been hampered while the

Executive Assistant's span of control is too broad. Furthermore, fragment-

ed and unstructured reporting relationships hinder effective guidance and

offer little accountability for the large staff. Deficiencies in office security

were also observed.



Recommendations 1. integrate business-related services under a new Business

Administrator.

The Governor relies extensively on the Executive Assistant to formulate

policy for numerous diverse areas of state government as well as to su-

pervise internal business and support services within the office. Over 20

employees report directly to this key position. Such a broad span of con-

trol diminishes effective management. In addition, office productivity suf-

fers because physically separated clerical employees are unable to

share work.

Management responsibilities should be realigned to consolidate and inte-

grate business-related services under a new position of Business Admin-

istrator reporting directly to the Governor. Assigned personnel would

include OBPP's budget analysts, the Governor's pilot, security officer, ex-

ecutive mansion staff and a new Central Services unit. The latter would

manage the data processing and central service functions now operating

in OBPP plus a newly organized secretarial pool. An operations analysis

unit, detailed elsewhere, would also report to the proposed Business

Administrator.

The Executive Assistant, retitled Executive Administrator, would retain re-

sponsibility for formulating policy and would continue to supervise all

administrative assistants, the press secretary, federal-state coordinator,

and legal counsel as well as the Coal Tax Advocacy and Indian Jurisdic-

tion Projects. The citizen's advocate should report to one of the adminis-

trative assistants.

Implementation will consolidate similar functions and distribute the work

load equitably between two major administrative positions. Since the

Business Administrator will be named from the existing staff, no addition-

al cost is anticipated. However, improved management will result, along

with a reduction of six positions for an annual saving of $103,000.

2. Establish an operations analysis unit.

The Information Systems Division of the Department of Administration

currently conducts studies on request. However, this function should be

directed by the Governor's office to encourage more efficient and eco-

nomical operations in state government. To staff this unit, two manage-

ment consultants should be transferred to the proposed Central Services

unit. Furthermore, OBPP budget analysts should work with this team to

study statewide and interdepartmental concerns and devise appropriate

solutions.

Implementation will provide the Office of the Governor with an effective

mechanism for evaluating and improving operations and programs state-

wide. Encouraging the use of in-house analysts rather than outside con-

sultants will also be cost effective but no saving is claimed.

3. Coordinate interdepartmental program and policy-making efforts.

The Governor is highly accessible and available to discuss policies and

problems with department directors. However, direct communication is

generally limited to intradepartmcntal concerns while a mini-cabinet

structure has been developed to address activities which transcend agen-



cy boundaries. Administration of this method has not provided necessary

coordination. It also hampers the promptness required to solve interde-

partmental problems.

To improve statewide policy compliance and interdepartmental coopera-

tion, the Governor should meet regularly with all major department di-

rectors to discuss and coordinate current statewide issues. For effective

follow-up, one staff member could be appointed to supervise departmen-

tal compliance with executive orders and to develop a policy manual

which clearly defines the authority delegated to each government admin-

istrator. Also, OBPP analysts could study programs, then recommend ap-

propriate systems for enhancing interdepartmental coordination. Imple-

mentation will clarify responsibilities, increase accountability, and

strengthen management control over statewide activities.

4. Record all contacts with the Office of the Governor.

Daily mail and phone contacts or personal visits to the Office of the Gov-
ernor are seldom recorded. As a result, tracking interested parties is im-

possible, inquiries are lost, and responses duplicated.

Better records are needed to improve office services. A commercially

available log should be employed to record appropriate data on all phone
contacts and visitors. Also a simple form should be used in mail sorting to

identify the date, sender and disposition of each written inquiry. Imple-

mentation will help monitor public interest on important issues while

increasing staff efficiency.

5. Improve state government security.

Lack of office security poses a threat to state government employees. Vis-

itors are allowed to move freely through the capitol building as well as

into close proximity of the executive offices and the mansion without

challenge. Incoming mail poses a personal injury risk as well.

To prevent potentially dangerous incidents involving the Governor and
his staff, a security expert should be hired to study the Office of the Gov-
ernor and recommend appropriate safety measures. A scanning device

should also be installed for screening incoming mail. The estimated one-

time implementation cost will be $30,000.

6. Implement the recommendations of the Legislative Auditor.

The Legislative Auditor periodically suggests management improvements

for Executive Branch operations. However, department compliance is

spotty and inconsistent. The Governor's office should initiate a procedure

for screening these recommendations and monitoring implementation

actions on high-impact proposals. This will produce a substantial saving

but no benefits are claimed.

7. Improve coordination between legislative and OBPP analysts.

The Office of Budget and Project Planning submits its budget document
to the Office of the Legislative Fiscal Analyst before sub-committee hear-

ings. Some questions raised by the legislative analysts are discussed with

OBPP in advance of the hearings while others are raised unexpectedly by



sub-committee members. If the OBPP cannot respond in a timely and

convincing manner, inappropriate legislative action may result.

With improved coordination and better planning, legislative analysts

could submit most questions to OBPP in advance of hearing sessions so

alternate suggestions could be developed. By minimizing the number of

unexpected inquiries, a more thorough analysis of financial problems will

be achieved.

8. Increase departmental participation in budget planning.

Departments submit individual budget proposals to OBPP but have verv

limited involvement in the subsequent process after initial requests are

consolidated. To accomplish the consolidation, analysts work long hours

reconciling necessary changes before legislative submission.

To expedite the workflow, each department should loan their most expe-

rienced budget analyst to OBPP during the six- to eight-week peak plan-

ning period. Providing this assistance will increase departmental input as

well as alleviate existing pressures on staff members.

9. Prepare a cost/benefit analysis for all major appropriation requests.

Decisions are frequently made on major program expenditures without

adequate cost/benefit justification. As a result, it is difficult to establish

priorities unless costs and benefits are uniformly compared.

To strengthen expenditure authorization procedures, justifications should

be prepared in more detail, then properly documented. Subsequent au-

dits should use this analysis and related data to determine if program

achievements are meeting expectations. Implementation will make the

decision-making process more productive, provide a basis for critically

examining expenditures, and improve management control.

10. Consider adopting the federal fiscal year.

Montana's fiscal year ends in June while the federal government's ends

in September. This lack of compatibility creates bookkeeping and cash

flow problems that significantly increase costs. Therefore, all agencies

should be surveyed to identify potential positive and negative effects of

making the state's fiscal year coincide with the federal one. Alabama and

Michigan have made this change and should also be contacted for

information.

If survey responses are positive, appropriate legislation should be en-

acted. Budgets would continue to be developed to match existing legisla-

tive session schedules. However, a one-time appropriation would be re-

quired to bridge the three-month gap between the end of the current fiscal

year and the start of the new. Implementation will simplify accounting as

well as produce a substantial, although unestimated, cost reduction.

11. Establish a statewide training program.

State government is Montana's largest employer. However, no ongoing

training program has been established to improve the managerial and

technical abilities of classified or appointed state employees. Promotions



are often made arbitrarily since no criteria exist to define appropriate skill

levels for supervisory assignments. Lack of central control over training

programs has resulted in inadequate separate departmental efforts. Also,

completed coursework is not recorded in personnel files so employee in-

centives are low.

A comprehensive training program should be initiated and coordinated

by the Office of the Governor to correct these deficiencies. Initially,

$100,000 should be allocated annually to develop and conduct a series

of management seminars and technical courses to improve employee

skills. A recording procedure should also be established so accomplish-

ments can be readily identified. Improved training will enhance staff

knowledge and abilities while providing additional incentives to increase

productivity and improve the delivery of public service.

1 2. Reduce the use of private consultants.

An excessive number of consultants are hired to conduct operational

studies and document recommendations. Frequently, in-house staff

could accomplish the same work at less cost. Furthermore, the consult-

ants' suggestions are seldom implemented.

To avoid unnecessary expenditures, a written justification for contracting

with outside consultants should be required. This should include an ex-

planation of why in-house capabilities cannot be used. Consulting pro-

posals should be submitted to the Office of Budget and Program Planning

for approval. In addition, progress on consulting projects should be re-

viewed periodically to monitor results. Implementation will reduce costs

and increase accountability.

1 3. Manage access to personal records.

Montana law restricts access to personal data maintained on the state's

central computer. Therefore, this information cannot be used to verify the

accuracy of applications for assistance or other social benefits.

Limited access should be granted to the Economic Assistance and Com-

munity Services Divisions of the Department of Social and Rehabilitation

Services and the Management Services Division of the Department of In-

stitutions. This could be accomplished without divulging specific data by

merely verifying that information on file is correct, incorrect or non-

existent. Applications confirmed would continue to be processed while

discrepancies would be investigated.

This procedure will expedite verification of data and help examiners

identify ineligible applicants. No dollar benefit is claimed, although a

saving should be realized.

14. Coordinate the sharing of natural resource information.

Various departments of the state, including Natural Resources and Con-

servation; Fish, Wildlife and Parks; and State Lands, independently col-

lect natural resource information for different purposes using manual and

automated methods. Ideally, there should be an integrated natural re-

source information system. However, a sophisticated system would be

extremely expensive because of its unique and distinctly different require-



ments. Therefore, discussions should continue to expedite the develop-

ment of separate but compatible systems. In addition, each should be

cataloged and data made available tor department and statewide use. Co-

ordination responsibility should be assigned to the administrative assis-

tant in the Oliice of the Governor who is the natural resources liaison. Im-

plementation will ensure rapid information retrieval while providing

needed flexibility.

Department of Administration

Fiscal 1982 Budget: $33.7-million.

Positions Authorized: 509.

Positions Filled: 441.

Chief Operating Officer: Director.

Reporting Structure: A total of 16 divisions plus 10 boards and commis-

sions are administered by the director, who reports

the Governor.

The Department of Administration provides various centralized services

to support other state agencies and capitol complex operations. It also ad-

ministers the state's long-range building program, state employee group

benefits program, and various state retirement systems plus regulates

building codes. In addition, the department is accountable for office

space allocation and property leases in the Helena area as well as man-

agement of emergency and disaster funds.

The director, appointed by the Governor, is responsible for overall admin-

istration of 16 divisions plus 10 attached boards and commissions. Eight

of the 16 divisions — Architecture and Engineering, Building Codes,

Computer Services, Accounting, Communications, General Services, In-

surance and Legal, and Purchasing — are covered in subsequent sec-

tions. Computer Services also includes the Information Systems Division

as well as statewide data processing activities. In addition, the proposed

vehicles management organizational unit is also described separately.

However, recommendations pertaining to the following divisions are in-

cluded in this report:

D Treasury/Centralized Services - Acts as the custodian for money and

securities held by the state. It also coordinates department personnel

and accounting activities.

Investment - Invests state funds and manages its investment portfolio

under policies developed by the Board of Investments.

D Local Government Services - Prescribes, establishes and maintains

accounting methods for local government entities; provides auditing

services; determines compliance with appropriate statutes; and coor-

dinates technical assistance offered to local government.

D Personnel - Implements and administers the State Classification >in(l

Pay Plan; adopts personnel policies; oversees employee training.



Equal Employment Opportunity and Affirmative Action programs;

coordinates the state's participation under the Federal Intergovern-

mental Personnel Act; conducts state labor relations activities; plus

administers the merit system.

Public Employees' Retirement - Administers the Public Employees'

Retirement System, Game Wardens' Retirement System, Police Re-

serve Fund, Sheriffs' Retirement System, Volunteer Firemens' Com-

pensation Act, and the Federal-State Social Security Cooperative

Agreement for state and local governments, school districts, and spe-

cial districts.

Teachers' Retirement - Administers the Teachers' Retirement System

for active and retired teachers.

Publications and Graphics - Performs duplicating, printing, binding,

photocopying and graphic arts services. The division also manages

forms control as well as a photocopy pool in the capitol complex.

The following boards and commissions also receive administrative sup-

port from the department: State Board of Examiners, Board of Invest-

ments, Public Employees' Retirement Board, State Employee Croup Ben-

efits Advisory Council, State Records Committee, State Tax Appeals

Board, Teachers' Retirement Board, Office of Workers' Compensation

Judge, Montana Building Codes Advisory Council, and Tramway Safety

Advisory Council.

Considering the complexity of the department, it functions well. FHowev-

er, the Treasury Bureau within the Treasury/Centralized Services Division

does not have sufficient power to perform diverse responsibilities. Slow

fund transfers and poor cash management procedures are costly. Several

deficiencies in employee relations were noted, including duplicate lon-

gevity raises and inadequate job descriptions. In addition, the Investment

Division's portfolio management system software is inefficient.

Recommendations is. Merge the Public Employees' and Teachers' Retirement Divisions.

These divisions administer retirement systems which provide the same

basic benefits to two groups. However, separate operations duplicate

some activities. For example, both groups have spent large sums devel-

oping independent data processing systems which cannot be justified on

such a basis. Also, each division owns a building which they do not fully

occupy.

To correct these deficiencies, the divisions should be consolidated under

an administrator chosen jointly by the Public Employees' Retirement

Board and the Teachers' Retirement Board. Either group's building can

accommodate a joint, streamlined division if outside renters are dis-

placed. The resulting surplus space should be placed under management

of the General Services Division.

Implementation will increase efficiency in both organizations. A saving

is anticipated but not claimed for reductions in travel, communication

and overhead expenses. However, the merger will enable development

of a common, affordable data base at a one-time estimated saving of



$200,000. Sharing personnel will also eliminate four positions for an an-

nual saving of $84,000.

16. Transfer forms management from the Publications and Graphics

Division to the Purchasing Division.

The Publications and Graphics Division inventories, stores, and furnishes

forms for state agencies. Service charges are billed to users as part of the

form cost. However, this activity requires extra staffing. Thus, forms man-

agement should be transferred to the Purchasing Division, where the ex-

isting staff can absorb the additional work. Implementation of this recom-

mendation will eliminate one position and provide an annual saving of

approximately $14,000.

1 7. Elevate the Treasury Bureau to division status.

The treasury function was recently downgraded to bureau status in the

Treasury/Centralized Services Division. This action poses several prob-

lems. The organization structure does not recognize the responsibility of

the State Treasurer as custodian of all state funds. Furthermore, it reduces

the needed authority to monitor the Board of Investments.

To enable the agency to serve the public as intended, the Treasury Bureau

should be awarded division status and the bureau chief elevated to the

position of administrator. Remaining members of the existing division re-

sponsible for centralized services should then be assigned to the depart-

ment director's staff.

When implemented, the State Treasurer can tulfill proper responsibilities

and act as an auditor of investments. A monetary gain of $36,000 annual-

ly will be achieved by eliminating the existing division administrator posi-

tion. However, there will be an added cost of $3,000 per year to upgrade

the bureau chief.

18. Establish a lock box system.

Agencies receive and accumulate cash at their offices, prepare collection

reports, then deliver both to the State Treasurer. Some deposits are for-

warded to the bank intact, while others are combined for delivery via ar-

mored car. Thus, there are time delays of up to four days for funds to

reach the depository.

To speed this process, a lock box system should be established at a local

bank. Logically, the system should be confined to departments receiving

large sums but few items. Implementation will produce additional interest

income from faster bank deposits. For example, the Department of Reve-

nue collects some $380-million annually. On the basis of 249 deposit

days and a 1 2% annual interest rate, improving the movement of funds by

one day will provide an annual income of $183,000.

19. Expedite deposits to the central account.

Each Tuesday the Treasury Bureau determines the fund balance in 150

banks around the state and issues checks for deposit in the central ac-

count. This is a costly, time-consuming process which does not provide

for timely transfer of funds.



To expedite processing and increase investment returns, agencies should

deposit funds promptly. Designated banks should then call a toll-free

number daily with deposit information, so checks can be issued to trans-

fer surplus funds. When implemented, $70-million will be available for

investment approximately six and one-half days earlier from state agen-

cies while $50-million will be available two days earlier from the univer-

sities. Additional annual investment income is estimated at $267,000.

20. Abolish the imprest cash fund.

The Treasury Bureau maintains $12,000 in cash to pay outstanding war-

rants. However, the funds are often used to cash personal checks and

payroll warrants for employees. Therefore, the money should be returned

to the central depository bank for investment and safekeeping. This will

result in an annual income of about $1 ,000. When this recommendation

and the one suggesting expediting deposits into the central account are

implemented, the position of assistant cashier can be eliminated. This

will provide an annual saving of $17,000.

21. Replace the portfolio management system computer program.

The Investment Division's portfolio management system is old and prone

to errors. Current plans are to combine it with two other investment

tracking systems. This solution is too complicated and would ultimately

require excessive program maintenance. A better solution would be to

simply replace the existing system with a new one that is compatible with

other state programs.

22. Eliminate the current ratio test for investments.

State statutes limit investments in commercial paper to corporations that

have current ratios of assets to liabilities of 1 .5 to 1 . However, in today's

economy this may not be a valid indicator of investment risk. Therefore,

the code should be amended to exclude the current ratio criteria. Imple-

mentation will broaden the range of investment opportunities without

increasing risk.

23. Change payroll procedures to improve efficiency.

Changes and additions to agency payrolls are currently made by submit-

ting a status form to the State Auditor's Payroll Division. However, these

are often made without proper approvals. To ensure that changes are

valid, a position detail form approved by the Office of Budget and Pro-

gram Planning and the Personnel Division should be submitted with the

status form. No action should be taken by the Central Payroll Divi-

sion in the State Auditor's office until the approved forms are received.

24. Monitor and control employee absenteeism.

Accurate data are not available to assess employee absenteeism on a

statewide basis. Such information is necessary to develop an effective sick

leave benefit program and control productivity. Therefore, a computer

program should be developed to identify individual, departmental and

system-wide problems.

Based on these data, policies regarding absence should be developed

and enforced by the Personnel Division. In addition, supervisors should



be trained to provide counseling and guidance to problem employ-

ees. Implementation will cut sick leave payments and increase overall

productivity.

25. Establish a standard job announcement form.

The Governor has directed all departments to list vacancies with Job Serv-

ice. However, many agencies do not do so it there are indications the po-

sition will be tilled internally. Furthermore, each agency uses a different

format for vacancy announcements.

To achieve standardization, each agency should be issued the form devel-

oped by the Personnel Division, plus control numbers to provide an audit

trail. Completed forms should be forwarded to )ob Service for posting.

Implementation will standardize information necessary for each opening,

provide an audit trail for Equal Employment Opportunity purposes, and

comply with the Governor's directive.

26. Eliminate five-year longevity allowances.

Montana codes provide longevity allowances for employees based on

five-year periods of uninterrupted service. They also authorize yearly

raises on employees' anniversary dates. While the latter are called merit

increases, there is no evaluation system. Therefore, they are actually lon-

gevity awards for another year's service. This is a costiv practice unsup-

ported by accepted management practices.

Since two longevity raises are awarded in every fifth year of emplovment,

the five-year longevity allowance should be eliminated. Implementation

will provide an annual saving of approximately $1.7-miliion.

27. Require management personnel to sever union affiliations.

Several management employees are members of bargaining units repre-

senting division employees. This creates a conflict of interest and makes it

difficult to maintain the confidentiality required in management relation-

ships. All managers, supervisors and employees who hold sensitive posi-

tions should be exempted in the bargaining unit's definition. Therefore,

they should terminate their union membership.

28. Develop and implement an employee opinion survey.

The Personnel and Labor Relations Study Commission was established to

make recommendations to the Governor and Legislature on methods for

ini|)roving the personnel system. While the commission is doing a com-

mendable job, it should seek additional input from individual employees.

To accomplish this, an employee opinion survey should be drafted. The

Personnel Division should design questions around job, state govern-

ment, and fellow employee satisfaction; orientation and training; work-

ing conditions; communications; grievance procedures; supervision;

performance evaluation; plus wages and benefits. Yes or no responses

should be required to encourage participation whil(> color coding could

be used to determine responses by departments. Implementation will en-

courage employee participation in the commission's activities while indi-

cating areas of concern for future benefit planning, training and the like.
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29. Centralize control over capitol complex photocopy equipment.

The Publications and Graphics Division controls about 50% of the capi-

tol complex photocopy equipment. To increase efficiency, all copy ma-
chines should be assigned to this pool. The division would manage as-

signments, maintenance contracts and rental agreements. Also, it should

study existing needs and evaluate requests for new or replacement units,

with costs billed to user agencies. Implementation will reduce per copy
costs from $0.04 to $0.03 for an annual saving of $190,000.

Architecture and Engineering Division

The division supervises planning, designing, construction, and inspec-

tion for all state buildings and structures except those related to the state

highway system. The $432,000 fiscal 1982 budget supported an author-

ized staff of 1 5 with two vacancies. All contracts and subsequent changes
must be cleared with the State Board of Examiners. The administrator

oversees an office staff of five plus three bureaus:

Facilities Planning - Determines the scope of proposed projects and
develops cost estimates. Each biennium the staff of two compiles a

prioritized list of statewide construction proposals for consideration

by the Legislature.

Design - Assumes control of approved projects. Four staff members
participate in the selection of an architect, development of contract

forms, and management of the bid process.

n Construction - Acts as the state contact for the successful contractor.

Two employees approve invoices, resolve disputes, and negotiate

change requests.

Division staff members are cooperative and productive. However, ap-

proval procedures cause costly delays while the funding process also in-

creases expenditures. Contractors are not prescreened and lack of estab-

lished guidelines limits effective planning.

Recommendations 30. increase the division's authority.

The State Board of Examiners must approve architect selection and
change orders for construction in progress as well as supervise the open-

ing of bids to select a successful contractor. However, board members
lack expertise in architecture and engineering and meet only once a

month. Therefore, costly delays are routine and bidders increase esti-

mates in anticipation of these factors.

Authority to perform several ongoing activities should be delegated to the

division to speed construction and reduce costs. First, bid openings, se-

lection of successful bidders, and releases to proceed should be managed
by the division with in-depth board discussion of contracts occurring

earlier. Second, the division administrator should have full authority to

approve and justify change orders, then report these actions regularly to
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the department director and the board. Controversial nnodifications could

be taken to the board at the administrator's discretion. Bv minimizing de-

lays, an annual saving estimated at 5% of the $30-million construction al-

location, or $150,000, will be realized.

31. Improve project preplanning.

Current department contract procedures encourage high costs. Projects

cannot overrun the budget so initial estimates are always high. Also, ar-

chitectural contracts have built-in reserves to redraw plans if necessary.

Once available, these extra monies are inevitably used.

To reduce costs, three steps should be initiated:

a Hire two additional planners to strengthen the needs analysis and

cost estimating functions. Planners should concentrate efforts on

projects most likely to be approved.

D Obtain architectural services on a cost plus fixed fee basis. Actual

costs for redesign work would be paid without a fee increase. Audit

provisions to ensure fair billing would be required.

Establish supplementary funding for project overruns equal to 10% of

estimated costs. No explanation would be required for deviations of

10% above or below the cost estimate. However, variances in excess

of 10% should be reviewed by the State Board of Examiners.

Increased staffing will cost approximately $55,000 annually. However,

implementation will improve financial control, saving an estimated 10%
of the $30-million budgeted each year for construction programs. If only

half of this is realized, an annual saving of $1.5-million will result.

32. Develop planning guidelines.

Because of the dynamic nature of state government, the need for office

space can change rapidly. Thus, building designs must incorporate flexi-

bility so interior configurations can be changed quickly and inexpensive-

ly. However, the division does not consider this important factor during

the planning process.

To correct this deficiency, guidelines should be developed by the division

for use of the State Board of Examiners in reviewing each project. Ques-

tions concerning potential changes in occupant needs, economies of

size, flexibility, use of appropriate building materials, or adaptability to

special public use features should be included. Implementation will en-

sure a more thorough planning analysis.

33. Improve the architect selection process.

Currently, the architect selection process is highly subjective. The divi-

sion reviews responses to an advertisement, then finalists are screened

and evaluated by the department director, division administrator and

sponsoring agency. The firm selected provides a cost estimate and nego-

tiates the final contract. Thus, firms under consideration are not required

to present specific proposals or cost estimates until acceptance is almost

assured.
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To increase objectivity, a selection procedure should be developed to

provide needed information for rating each firm's capabilities. Finalists

would be required to submit a sealed preliminary proposal including cost

estimates. The final selection would be made after these data are objec-

tively evaluated using a weighted scale on multiple factors. Implementa-

tion will encourage cost reduction and improve the selection process.

34. Establish a contractor screening process.

By definition, any "responsible" construction firm can provide a perform-

ance and payment bond to bid for work. The term "responsible" is too

vague to exclude anyone from the process, so bids are sometimes award-

ed to unqualified companies. This results in poor workmanship, delays

and contract overruns.

To diminish these risks, the division should develop and implement a sys-

tem to prequalify bidders on the basis of financial ratings as well as previ-

ous performance reviews. Once a screening system is established, state

agencies should cooperate by reporting poor contractor performance to

the Architecture and Engineering Division. Implementation of this pro-

posal will improve the quality of state-contracted work as well as help re-

duce construction costs.

Building Codes Division

This division adopts and enforces the State Building Code plus other

building design and construction standards. With a staff of 25 and seven

vacancies, its fiscal 1982 budget was slightly over $1 -million. Headed by

an administrator, the Building Codes Division consists of an administra-

tive office and three bureaus:

Building Standards - Issues building permits and checks construction

projects to assure compliance with approved plans. It also inspects

new mobile homes and recreational vehicles which are constructed

or sold in the state. By agreement with the State Fire Marshal, this bu-

reau certifies that plans comply with state fire codes. Currently, it has

a staff of five.

Electrical Safety - Consults with Building Standards personnel during

plan reviews on electrical compliance questions, performs field in-

spections for code compliance, and assists local governments with

enforcement programs. It has 14 employees.

Mechanical Safety - Enforces mechanical, plumbing and elevator

codes where no local agency operates. Elevators are inspected on in-

stallation and annually thereafter. It has a staff of four.

The size of this division is inadequate to perform all required tasks. Also,

the division is not structured to deal with the small property owner. En-

forcement activities do not receive sufficient support from other state

agencies while field inspections overlap those of several other depart-

ments. Local enforcement programs are not uniform.
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Recommendations 35. Consolidate state inspection activities.

Currently, travel time and costs are excessive because different state agen-

cies make uncoordinated inspections of the same site. For example, boil-

er and crane inspections are accomplished by the Department of Labor

and Industry's Workers' Compensation Division; electrical and plumbing

license reviews are conducted by the State Electrical Board and Board of

Plumbers; and tram inspections are made by the Architecture and Engi-

neering Division.

To reduce travel time and costs, these activities should be consolidated in

the Building Codes Division. Consideration should also be given to add-

ing mine and safety inspections now under the Workers' Compensation

Division and other craft reviews such as water well drillers. Since a por-

tion of the work load is not schedule sensitive, it could be done on a fill-in

basis to reduce necessary manpower. Cross training of personnel would

be required to maximize benefits. Implementation will eliminate five in-

spector positions for an annual saving of $1 15,000.

36. Expand local government code enforcement responsibilities.

Many local governments have adopted some state building codes and

enforcement policies. Others have not. Since the state is responsible for

all areas not covered by local law, this means its involvement varies

considerably.

To ensure uniform compliance statewide, local governments should be

encouraged to conduct complete building code programs. These should

include all aspects except elevator inspections. The division would pro-

vide training assistance and help where special conditions exist. Thought

should also be given to expanding programs to county-wide participation

as well. Implementation will achieve more complete code compliance

while providing a long-term saving for the division. However, no benefits

are claimed.

37. Assign additional legal staff to code enforcement.

The state is not providing adequate legal support to prosecute building

code violators. This has resulted in a reduction in enforcement efforts by

building inspectors. Furthermore, the current practice of excluding single

through four-family construction from code review creates the potential

to produce sub-standard housing.

To solve these problems, an additional lawyer in the Insurance and Legal

Division should assist in prosecuting persons or firms who have failed to

comply with the code. In addition, the regulations that limit code cover-

age to residential buildings of five units or more should be removed.

Stricter enforcement will necessitate staff increases of one plumbing and

two building inspectors. Furthermore, architectural and engineering firms

should be required to ensure that building codes have been followed as

projects are developed.

When implemented, building safety will improve and the state's exposure

to lawsuits for failure to enforce the codes will diminish. While costs

would increase due to additional staff, more revenue will be generated by

expanding building code enforcement.



38. Give greater assistance to owner-builders.

Many permit applications tor small projects are from owner-builders. As a

result, plans are not professionally prepared and technical problems are

not understood. Therefore, a series of sketches demonstrating solutions to

common problems should be prepared and attached to the applicant's re-

turn letter. Design should be coordinated with local agencies and sketch-

es made available to them. Implementation will reduce correspondence

with applicants and can be accomplished with minimal cost.

Computer Services Division

The Computer Services Division provides centralized data processing,

records management, and microfilm services to other state government

agencies. With a fiscal 1982 budget of $4. 6-mi 1 1 ion, its staff of 86 is head-

ed by an administrator. The division has four bureaus:

Technical Services - Operates systems as well as purchased and

leased software. In addition, the bureau supports the teleprocessing

network.

Data Base Administration - Supports data base system development

as well as related program packages.

Operations - Consists of three sections. The User Service Section pro-

vides text processing services and advice to state agencies. The Pro-

duction Services Section controls computer input and output plus

data entry while the Computer Operations Section is on a 24 hour per

day, seven day per week schedule except for four hours on Sundays.

Records Management - Provides storage facilities and microfilm

services.

In addition to this division's capabilities, two other agencies provide

statewide data processing services or policy direction. The Information

Systems Division in the Department of Administration develops and

maintains cost effective computer programs to support state requirements

and provide management consulting services. Also, one specialist in the

Office of Budget and Program Planning performs budget and acquisition

reviews plus offers limited policy direction.

A new computer has significant additional capacity, with present utiliza-

tion about 50%. Text processing and computer output to microfiche

capabilities are underutilized while added applications have not been

evaluated. In addition, certain management activities are unnecessary.

A majority of departments have equipment, personnel and supplies

which allow them to develop systems, perform data entry, and communi-
cate with the Computer Services Division. At least $3.3-million is spent

annually to support over 140 data processing employees in these agen-

cies. However, the state is not receiving an adequate return from the ex-

penditures because no one has overall responsibility for directing data
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processing activities or developing a statewide plan. As a result, related

systems are installed independently, data are not shared, and objectives

are lacking. Word processing applications have also been created with-

out sufficient coordination or training.

Recommendations 39. Transfer statewide control of data processing to the Department of

Administration.

The Office of Budget and Program Planning currently has responsibility

for controlling statewide data processing development. However, these

activities are limited primarily to budget and acquisition reviews since

only one staff member is assigned these tasks. Few standards or policies

to coordinate information management or system design have been de-

veloped. In addition, activities in several existing divisions require coor-

dinated guidance.

To strengthen overall control, the Department of Administration should

assume responsibility for all data processing policy de\clopment. An As-

sistant Director, Information Services, should be established to head five

data processing related divisions and provide interagency coordination.

Two divisions would realign some of their current duties plus take on

added responsibilities. The first— a new Computer and Network Operat-

ing Division — would absorb the existing Operations Bureau from the

Computer Services Division. The Information Systems Division, retitled

System Development and Technical Services Division, would assume re-

sponsibility for the data base and technical service activities of the Com-
puter Services Division. In addition, the Communications Division would

be assigned to the new assistant director because it provides support for

data processing activities as a major function.

By combining the existing Publications and Graphics Division with rec-

ords management duties now performed by the Computer Services Divi-

sion, a proposed fourth division — Publications, Graphics and Records

Management — would be established. It could then conduct word proc-

essing studies and set state policies related to this function. Last, a pro-

posed Planning and Training Division should coordinate and prepare

data processing guidelines for all state agencies.

When the five divisions are organized and properly staffed, the new As-

sistant Director, Information Services, will have the authority and re-

sources to supervise the following activities statewide:

Develop and update a statewide data processing master plan.

Determine criteria for data base development.

Control management information system design.

Plan and maintain data communications networks.

Develop training programs for systems professionals and users.

Prepare recommendations for the proposed Data Processing Steering

Committee.
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Implementation could result in a 10% improvement in user services

through better utilization of personnel and equipment. This will result in

an annual saving of about $750,000. Also, two positions will be abol-

ished for an additional saving of $87,000. However, three new positions

will be added at a cost of $1 32,000 each year.

40. Establish a Data Processing Steering Committee.

When central control over data processing activities is established, other

agencies must have an opportunity to provide input into policies that di-

rectly affect them. Therefore, a Data Processing Steering Committee

should be established to provide advice and assistance on statewide in-

formational problems. This committee should be given approval authori-

ty over all agency information service requests. Furthermore, they should

have approval authority on all statewide instructions regarding informa-

tion services. The group should have permanent membership from major

users plus rotating representation from other interested agencies. Imple-

mentation will improve the effectiveness of information services while

reducing operating costs.

41. Restructure the Computer Services Division.

Several positions in the Computer Services Division have limited work

loads and could be eliminated. For example, hardware changes are al-

most non-existent so there is no need for a security and facilities manager

position. These duties can be performed by the Operations Bureau. In ad-

dition, the three sections in the Operations Bureau could be consolidated

into two, eliminating the Production Services Section leader position.

FHowever, assigning broader duties justifies upgrading the supervisors' po-

sitions of the Operations Bureau and the Computer Operations Section.

Implementation will provide an annual saving of $58,000 while upgrad-

ing two positions will cost $6,000 per year.

42. Improve training in data processing skills.

Rapid advancement in electronic data processing technology requires

continuing education to ensure efficient design, programming and opera-

tion. However, a lack of appropriated funds has restricted training for

Montana's data processing personnel.

To overcome this problem, a full-time representative from the Depart-

ment of Administration should be assigned to coordinate training activi-

ties. Duties would encompass identifying needs and scheduling course

attendance. In addition, $250,000 should be appropriated for annual

staff training. Since approximately $150,000 is already spent on agency

training, the additional annual cost will be $100,000 plus $30,000 for

the coordinator. By increasing the technical competence of personnel,

the state will be able to take advantage of technological advances to in-

crease productivity and reduce future expenditures.

43. Investigate all vendors when acquiring or replacing data proc-

essing equipment.

Data processing equipment valued in excess of $3-million has been ac-

quired by the division from a single source although compatible equip-

ment is available elsewhere. Since many companies sell hardware which
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can be used in an identical manner without alteration, requests for quotes

should be prepared to encourage bids from ail possible vendors. If the di-

vision's tape and disk drives had been acquired from other vendors, a

one-time cost saving of approximately $337,000 could have been real-

ized, although no claim is made for this amount.

44. Conduct a cost/benefit study of the word processing text manage-

ment system.

The division's text management svstem is not fully utilized. Therefore, an

in-house study should be conducted to determine if additional potential

users exist. If not, the system should be removed.

45. Increase use of computer output to microfiche capabilities.

A machine to produce microfiche from computer magnetic tape output

was installed in 1981 . However, it is not used enough to make its opera-

tion economical. One solution would be to obtain more work for the

equipment by identifying potential applications, developing benefit pro-

jections, and presenting cost reduction proposals to user departments.

Doubling the output of microfiche in lieu of paper processing will result

in an annual saving of $160,000.

46. Require the Research and Statistical Services plus Consulting Serv-

ices Bureaus to be self-supporting.

These two bureaus in the Information Systems Division do not have

enough year-round work for current staffing levels. As a result, they initi-

ate various statewide studies during non-peak times. Many of these stud-

ies are never used, so the procedure is inefficient and costly.

These bureaus should sell their services to other agencies to obtain oper-

ating funds. To accomplish this, $60,000 should be appropriated one-

time to establish a revolving fund for this operation. Then, the existing

budget will be eliminated. If the bureaus cannot become self-supporting,

they should reduce staff. Implementation will end unwarranted research

while saving $325,000 annually.

47. Centralize data processing capabilities within one bureau in each

department.

In some departments, data processing personnel are assigned to a num-

ber of organizational elements while control of hardware is also decen-

tralized. This fragmentation reduces management control, discourages

new systems development, creates serious problems when personnel

changes occur, and reduces equipment utilization.

To solve these problems, all data processing personnel and equipment

should be the responsibility of each department's central services bu-

reau. Personnel will be more fully utilized in meeting agency priorities

while hardware will be better controlled. Action will provide a uniform

contact point for interaction with the Department of Administration.

48. Eliminate intradepartmental billing for data processing services.

In some departments, one unit provides information services to the re-

mainder of the organization. Then, service charges are billed for the work



performed. Generally, this is an unnecessary effort and sometimes dis-

courages using available help. Therefore, this practice should be discon-
tinued unless required by specific outside contracts.

Accounting Division

This division maintains and operates the Statewide Budgeting and Ac-
counting System (SBAS), which records the financial activities of all state

agencies including the university system. The $908,000 fiscal 1982
budget supported an authorized staff of 1 3 with one vacancy. The admin-
istrator directs three groups of specialists who supervise major accounting
system automation projects, ensure SBAS financial reports will comply
with Generally Accepted Accounting Principles by 1984, and process
warrants and other entries required for all state agency accounting re-

ports. Division specialists function well although several problems exist

in warrant control and procedures.

KeCOmmendatlOns 49. increase control over warrant claim payments.

The state issues over $740-million of warrants annually excluding pay-
rolls and payments for Aid to Dependent Children and Medicaid. Current
legislation allows claims to be paid from invoice copies. This provides in-

adequate mternal control which can result in duplicate or fraudulent
claims. To correct this situation, the division should implement these
procedures:

Require agencies to submit original documents to support warrant
claims.

Perforate all warrant claims and support documents after keypunch-
ing to denote cancellation and prevent duplication.

Return perforated original documents to agencies for filing.

n Design a program to detect duplicate payments.

Implementation will prevent duplicate or fraudulent payments totalling

one-half of 1% of all warrants issued. This will realize an annual saving of

$3.7-million.

50. Pay vendors when invoices are due.

Warrants are issued and mailed immediately after the Accounting Divi-
sion verifies a claim. Ignoring invoice due dates to speed processing re-

sults in a loss of interest income on funds. Therefore, an accounts payable
and vendor information system should be designed to combine invoices
from a specific vendor and pay them as they come due. The system
should assign a permanent vendor number to each supplier for use on in-

voices and correspondence.

Implementation will save about $2,000 annually in warrant writing stock
while substantial additional benefits are possible through improved cash
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flow. If payments in Montana could be delayed by as little as five days,

the annual interest income will total $730,000.

51. Simplify the warrant claim form.

The transfer warrant claim is an unnecessarily complicated four-part

form. Over 350,000 are printed annually by a private firm. To reduce

costs and simplify procedures, two parts should be eliminated.

The proposed warrant writing system will provide all needed information

in an alternate format. Furthermore, the Publications and Graphics Divi-

sion has the printing capability to produce a two-part form, so the work

will be assigned to that agency. Implementation will save an estimated

$23,000 annually.

52. Redesign the state warrant.

The heavy card stock used for warrants is expensive while its design re-

quires hand stuffing for mailing. To simplify processing, the heavy card

stock should be replaced with a lighter weight paper. In addition, the

warrant should be redesigned to include a side stub to identify the pay-

ment's purpose and facilitate the procedure recommended previously for

paying multiple claims to a single vendor. This modification will speed

computer printing as well. The new warrant should also be designed to

enable automatic folding and stuffing with equipment already available.

Implementation will save approximately $21 ,000 annually in card stock.

Eliminating manual processing will also reduce staffmg requirements in

the State Auditor's office. However, no saving is claimed.

Communications Division

This division provides statewide communication services, monitors sys-

tems, and approves equipment installations. The $3.3-million fiscal 1 982

budget was obtained from fees billed monthly to user agencies. Seven au-

thorized employees provide accounting, line monitoring, service modifi-

cation, and planning assistance while two serve as phone operators in the

Capitol complex. Currently, two additional planners arc temporarily as-

signed lo the division to help design a new statewide communications

network.

The state's communications needs continue to grow rapidly. However,

the division lacks the technical expertise needed to design and evaluate

requirements. Furthermore, several expensive new installations are being

considered without the benefit of a long-range plan.

Recommendations 53. Hire a consultant to develop a long-range communications plan.

Significant planning activities and system changes are in progress. How-

ever, no overall long-range plan has been developed to ensure maximum

statewide performance and compatibility of communications capabili-

ties. The $87,000 appropriated by the Legislature for developing an ex-

20



tensive telecommunications plan is currently supporting two planners

temporarily assigned to this division.

To increase planning expertise, a consultant should be retained to devel-

op a long-range communications plan. By eliminating the two temporary

planners, appropriated funds could be used for the consultant. In addi-

tion to following legislative directives, the consultant should independ-

ently analyze organization and staffing requirements for the proposed

system. This would include developing personnel qualifications for the

Communications Division; recommending appropriate equipment main-

tenance programs; and implementing previous equipment studies at four

colleges and the capitol complex. Implementation will eliminate the tem-

porary positions for a one-time saving of $87,000. However, a one-time

cost for consulting could be as much as $87,000.

54. Delay proposed major systems changes.

Bids have been requested for new equipment at four locations. These are

estimated at approximately $9-million. A change of this magnitude

should not be made without development of a long-range communica-

tions plan plus extensive cost/benefit analysis. Therefore, proposed

changes should be delayed until this plan is available.

55. Install IN-WATS service at the capitol complex and university

system.

Long distance service costs are high because many collect and credit card

calls are made from various state locations to the capitol complex and

university system. These calls require operator assistance so charges are

at a premium rate. A previous study indicated 80% of all long distance

charges resulted from such calls.

To reduce costs, IN-WATS service should be installed for the capitol

complex and university system. Since an accurate charge-back system

would be expensive to implement, billings should be based on previous

average long distance expenses. Operating costs of approximately

$96,000 annually will be more than justified by an estimated saving of

$190,00 each year.

General Services Division

This division is responsible for buildings and grounds maintenance; re-

pair and security in the capitol complex; mail and other distribution serv-

ices for agencies in the Helena area; as well as procurement, storage, and

distribution of federal and state surplus property. In fiscal 1982 the ad-

ministrator had a staff of 63 and an operating budget of approximately

$3.5-million.

The administrator's office determines space requirements for state agen-

cies upon request. Agency tenants pay a basic fee to cover utilities,

janitorial services, security and maintenance. Organizationally, the divi-

sion consists of a section plus two bureaus:
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D Mail and Distribution Section - Processes and distributes mail and in-

teragency communications.

D Surplus Property Bureau - Acquires surplus items from federal and

state sources for eligible recipients. It also does some renovating on a

part-time basis.

D Buildings and Grounds Bureau - Provides janitorial service, buildings

and grounds maintenance, and security within the capitol complex.

Minor maintenance is handled by state employees while major im-

provements are contracted out. All grounds upkeep, including pest

control, elevator maintenance and garbage collection, is performed

by private concerns on a contract basis.

The statute authorizing the Surplus Property Bureau to dispose of excess

items, including trade-ins, is not being followed. Inventory and cash re-

imbursement control must also be improved while the Mail and Distribu-

tion Section is not utilized by all agencies. In addition, the Buildings and

Grounds Bureau must make a decision regarding the extent of grounds

maintenance.

Recommendations 56. Realign capitol security and police functions.

The Security Section in the Buildings and Grounds Bureau fulfills basic

night watchman functions. It has no authority to search or detain individ-

uals and supervision is not adequate. Because security officers are hired

with minimal experience and are poorly trained, any major incident

could result in irreparable and expensive damage, in addition, adequate

police protection does not exist for people and property within the capitol

complex. The City of Helena has this responsibility, but actual service is

not satisfactory.

To solve these problems, the Security Section should be renamed the Sur-

veillance Section to reflect its duties. Officers should be given sufficient

training to maintain the integrity of state buildings and parking areas. Fur-

thermore, personnel with experience, training and authority to carry and

use weapons should be made responsible for protective services. Special

attention should be given to the Governor and other elected officials. Im-

plementation will incur an annual cost of $199,000 for increasing super-

vision, hiring 1 police guards, and purchasing equipment and materials.

57. Assign building space management duties to the Department of

Administration.

Efficient space utilization in state agencies cannot be exercised without

central control. Currently, many departments independently manage

buildings constructed with state funds allocated from the General Fund.

One department's building may be partially empty while another agency

is leasing space in a private office complex. Lack of communication and

control can even result in unnecessary new construction.

To better utilize space and reduce costs, the Legislature should centralize

building ownership and management responsibilities under the depart-

ment. While a significant saving in rentals and cost avoidance for new

buildings could result, accurate estimates cannot be determined.
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58. Discontinue charging rent in state-owned buildings.

Currently, agencies pay rent to the General Services Division for state-

owned space. This fee is arbitrary because it does not account for differ-

ences in size, age of the building, or agency maintenance requirements.

The system provides no opportunity for departments to control operating

expenses and is costly to administer.

To solve these problems, the present rental system should be discontin-

ued. Implementation will eliminate the duties of one position in the Gen-

eral Services Division for an annual saving of $ 1 6,000. In addition, time

valued at almost $184,000 can be put to better use by participating de-

partments but is not claimed.

59. Use state employees to provide janitorial service and grounds

maintenance.

The General Services Division contracts for janitorial and grounds main-

tenance services for the capitol complex. However, far too much time

and money is spent studying the cost effectiveness of this service. As a

result, highly paid people spend many hours on a relatively simple mat-

ter. Furthermore, bonding requirements limit the competitive bidding

process because very few potential contractors are able to meet statutory

restrictions.

Transferring janitorial and grounds maintenance duties to state employees

would involve a one-time cost of approximately $100,000 for the pur-

chase of capital equipment. Current contract expenditures would be off-

set by state payroll costs.

60. Assign grounds maintenance responsibilities to the Department of

Fish, Wildlife and Parks.

Expenditures for maintaining grounds and landscaping within the capitol

complex are escalating constantly. However, maintenance costs are not

considered during new construction planning. Furthermore, the present

Capitol Grounds Maintenance and Landscaping Committee membership

is skewed toward technical skills rather than landscape architecture.

To control costs, all grounds and landscaping responsibilities should be

placed under the Department of Fish, Wildlife and Parks which employs

a landscape architect. In addition, at least two non-state employees

should be added to the Capitol Grounds Maintenance and Landscaping

Committee to emphasize cost effectiveness. Alternative forms of land-

scaping which require a minimum of maintenance or water should be

studied. For example, sage, prairies, minerals, shrubs and trees could be

substituted for lawns. However, the present landscape concept around

the capitol building should be retained. Implementation will keep main-

tenance costs to a minimum although no saving is claimed.

61. Require all departments to use the services of the Mail and Distri-

bution Section.

This section is responsible for providing mail and messenger functions to

all state agencies. However, it is underutilized because some departments

have duplicate services. To eliminate this costly practice, agencies should
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discontinue individual mail and messenger activities. Where necessary,

legislation should direct elected officials to stop such practices. These ac-

tions will realize an annual saving of $304,000.

62. Improve equipment purchase and disposal procedures.

State agencies are neither using the Surplus Property Bureau to dispose of

unneeded and outdated property nor consulting with it when a need

arises for additional equipment. No incentive exists to locate needed

property in this manner because equipment, furniture and fixtures can

easily be leased or purchased. Therefore, procedures should be altered to

route all disposal and acquisition requests through the Surplus Property

Bureau. Methods should be developed to provide incentives for following

this practice, including comprehensive inventory control records. Imple-

mentation will result in a large annual saving which cannot be calculated

because of inadequate records.

63. Reduce the scope of Surplus Property Bureau activities.

The volume of surplus property available from federal and state agencies

does not justify the bureau's size. It occupies 39,000 square feet of ware-

house space as well as a 1 ,700 square foot office. Many surplus items are

outdated and unusable but are occupying space that could be used more

effectively by other state agencies.

To reduce operations to a more productive size, federally donated surplus

could be returned to the General Services Administration in Denver and

unwanted state items sold at public auction. The bureau could then be re-

organized to act as an information and assistance clearinghouse. Eventu-

ally, this activity should be considered for integration with the Purchasing

Division. Implementation will provide an annual saving of $128,000 in

rental charges. An additional benefit of $75,000 will result by eliminating

four bureau positions. Therefore, the total annual saving to the state will

amount to $203,000.

64. Store all state property and records in government facilities.

Several state agencies are storing property and records in commercial fa-

cilities. This is inefficient and expensive since vacant space in state-

owned buildings is available. Therefore, property and records in leased

storage should be examined, unneeded materials destroyed, and the re-

mainder moved to state-owned facilities. Implementation will provide an

annual saving of $14,000 in rent.

Insurance and Legal Division

Insurance coverage, legal services and property appraisals arc provided

by this division, it also administers state programs for self-insurance, risk

management and deferred compensation as well as secures bond cover-

age for all state employees. With a fiscal 1982 budget of $2.1 -million, an

administrator supervises six staff members, including a lawyer, appraiser,

investigator and support staff. Two other department attorneys work

closely with this unit.
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Several problems exist in insurance management, including an excessive

self-insurance reserve fund balance. Also, adequate data are not collect-

ed to adjust premiums accurately or detect claim and accident trends.

Recommendations 65. Reduce the self-insurance reserve fund.

The division lacks an established policy for regulating the self-insurance

reserve fund balance, currently at $8.4-million. This balance cannot be

justified since projected liabilities amount to $3. 1 -million. Furthermore,

the division rarely establishes reserves for claims under $1,000.

To ensure the reserve fund is maintained at an adequate, but not excessive

level, a new strategy should be developed. Reserves are now being ap-

propriately established for claims where the division expects an award to

favor the claimant. Under the proposed system, a reserve equal to the to-

tal liability or $1 ,000, whichever is less, would be established for all oth-

er claims. This would require a current reserve of $2.3-million, while

50% should be added for safety. Another $1 -million should be allocated

for liabilities incurred but not reported, and 15% should be added to cov-

er division operating expenses. Using this approach, the reserve would

total $5.3-million. Therefore, the existing fund should be reduced ac-

cordingly and reserve levels reevaluated periodically or when liabilities

vary significantly. This will release $3.1 -million of state reserves for use

elsewhere.

66. Collect insurance program data.

The division cannot accurately project liabilities or detect loss trends be-

cause of insufficient data on insurance claims. A computer program

should be designed to collect and store required statistical information.

These data will then be available to determine premium levels, analyze

trends, and improve loss control measures. The one-time implementation

cost will be approximately $5,000.

67. Develop a loss control program.

Multiple claims result from defects that are never detected or corrected.

Therefore, a consultant should be hired to evaluate agency operations

and recommend an effective loss control program. The one-time develop-

ment cost is estimated at $52,000. When implemented, the program

should be assigned to risk management personnel. This action has the po-

tential for generating a 10% claim reduction within five years. However,

a projected saving of $595,000 is not claimed.

68. Distribute an insurance manual.

The division does not publish a comprehensive insurance manual. In-

stead it issues an annual memo detailing state liability coverage as well as

report and claim procedures. The administrative officer supplements this

information with annual visits to explain programs and reporting respon-

sibilities. The system is time consuming and the memo easily lost.

To ensure cooperation and understanding, a manual should be compiled

consolidating information on state insurance programs and procedures.

The manual should be included with new employee training materials.

Implementation will encourage timely reporting, provide more accurate
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liability projections, and eliminate the need for annual visits. No saving is

claimed because any cost reduction will be used to pay for manual prep-

aration and printing.

Purchasing Division

With a fiscal 1982 budget of $1 .6-million, the administrator directs a staff

of 21. The division's duties include reviewing agency purchase requisi-

tions, writing specifications, soliciting bids from vendors, awarding pur-

chase contracts and change orders, plus maintaining the Central Stores

operation. During fiscal 1981, the division processed 10,748 purchase

orders valued at $44-million. Three section heads are responsible for

operations:

Assistant Administrator - Supervises purchasing agents whose duties

include developing specifications, holding bid openings, tabulating

bids, plus making evaluations and awards.

Office Manager - Directs a secretarial staff which reviews requisitions

and generates requests for quotations and purchase orders.

Chief of Central Stores - Oversees the maintenance of an inventory of

high use supplies for all state agencies.

The division's procedures are too complex, resulting in excessive paper-

work. For example, three methods are used to obtain competitive bids

based on their value. They are designed to help a central agency process

orders rather than benefit various system users. Furthermore, many de-

partments have obtained exemptions from the rules. There is no vendor

analysis or product evaluation. Also, few employees are skilled in moni-

toring contracts while adequate management information is not avail-

able. Some equipment is purchased without considering alternate meth-

ods. In addition, the Central Stores facility is inadequate.

Recommendations 69. Decentralize the purchasing function.

Montana state government is highly decentralized. However, the Purchas-

ing Division is attempting to exercise centralized control of its function. As

a result, agency needs are not met because of delays, poor quality mer-

chandise, and excessive costs. In an attempt to expedite procurement prac-

tices, many agencies do their own requirements planning, source research,

product selection, specification writing, and pricing — leaving only the

paperwork processing to the division.

To solve this problem, the system should be restructured to allow agen-

cies to purchase their own goods and services while the central division

provides policy, training, auditing, compliance enforcement and bulk

purchasing expertise. Several agencies have obtained exemptions from

formal purchasing procedures and are doing a significant amount of

buying. The Purchasing Coordinating Committee proposed elsewhere

could assist by identifying those agencies which can be purchasing cen-
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ters, assigning smaller units to them, and supplying proper staff support.

Implementation will replace a system which does not work with one that

can effectively meet the needs of state agencies and minimize wasteful

duplication of effort.

70. Restructure the Purchasing Division.

The primary activity of the Purchasing Division is placing orders through

purchasing agents supervised by an Assistant Administrator. Paperwork is

handled by a secretarial staff headed by an Office Manager while a Cen-

tral Stores operation warehouses office supplies and the like. The present

organization chart shown above illustrates this structure.

As other recommendations in this report indicate, the current trend is to

decentralize purchasing activities. Therefore, the division should be

reorganized into six new positions as illustrated by the proposed chart

shown below.

D Administrator, Purchasing and Materials Management - Formulates

statewide policy, chairs the proposed Purchasing Coordinating Com-

mittee, and serves as liaison with legislative committees and other

state agencies.

Deputy Administrator - Oversees day-to-day activities of the division

as well as supervises the preparation of detailed procedures, manuals

and forms to implementpolicies established by the Administrator.

PROPOSED ORGANIZATION
PURCHASING DIVISION

ADMINISTRATOR,
PURCHASING AND

MATERIALS
MANAGEMENT

CHIEF,
CENTRAL
STORES

DEPUTY
ADMINISTRATOR



D Materials Management Specialist - Provides expertise to agencies on

all aspects of materials management and inventory control. Also, su-

pervises the design ot automated management information systems

and uniform warehousing practices and procedures.

Commodity Purchasing Supervisor - Directs buying activities which

remain with the Purchasing Division. These would include annual

contracting for commodities, negotiating veariv pricing agreements,

and making large bulk purchases. In addition, this position would as-

sist in preparing standard specifications and procedures as well as

supervising activities of purchasing agents.

Contracts Specialist - Supervises the statewide service contracting

function. Responsibilities would include preparation and coordina-

tion of standard contract forms, writing procedures, training agency

personnel in contract administration functions, assisting in major ne-

gotiations, as well as providing the assistance required to resolve

contract disputes.

Programmer Analyst - Designs and coordinates automated purchas-

ing management systems.

The Office Manager should report to the Deputy Administrator with a re-

duced secretarial staff to reflect the diminished work load. The Chief,

Central Stores would continue to report directly to the Administrator.

The restructured division would provide centralized policy-making and

compliance monitoring, as well as make purchases for ail multiple agen-

cy requirements. Its focus would be shifted toward servicing the various

agency purchasing centers. Reductions in the work load created by de-

centralization, as detailed elsewhere, would allow a staff reduction of 23

to provide an annual saving of $291,000. However, replacing the exist-

ing employees with 17 new positions will increase salary expenses by

$322,000.

71. Establish a Purchasing Coordindting Committee.

Presently, there is no effective way to obtain statistics on the volume, type

of purchases, or method to review and solve problems which are com-

mon to several agencies. Also, no system is in place to disseminate data

or provide guidance to state agencies.

A Purchasing Coordinating Committee should be established to help re-

solve these problems. It would consist of the divisions administrator and

five managers from agencies with major purchasing centers. Specific ac-

tivities would include:

Establishing a clearinghouse for collecting information.

Reviewing and standardizing specifications.

Cooperating with the Governor's office to revise procurement statutes

and administrative rules.

Enforcing statewide policies and procedures.
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Implementation will improve buying effectiveness, supply vital informa-

tion on the scope of procurements, and provide common direction on

policy and procedural matters.

72. Review procurement statutes and regulations.

Montana's purchasing code is not followed, because, on the whole, it

is considered unworkable. The code is not comprehensive, clear or

consistent.

To provide an adequate foundation for a new statewide procurement sys-

tem, the Governor should appoint a Procurement Task Force to review

and recommend revisions in existing statutes and rules. Task force mem-

bers should come from the private and public sector. Specifically, they

should study:

Organization structures

Source selection and contract formulation

Buying specifications

Purchasing of services

Contract modification and termination

Purchasing of construction, architectural, engineering, or other

professional services

Cost principles

Supply management

Legal and contractual remedies

Intergovernmental relations

Assistance to small and minority businesses

Ethics in contracting

Implementation strategies and timetables.

Consideration should also be given to the model procurement code of the

American Bar Association. This will provide guidance in developing

standards which are clear, concise and workable and can be used effec-

tively by all agencies.

73. Standardize procurement authorizations.

Due to the inability of the Purchasing Division to meet user needs, many

agencies have obtained exemptions to have more autonomy in procure-

ment efforts. Additional pressures are being exerted to increase and ex-

pand these authorizations. However, rational authorization levels have

not been established as part of this process.
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The Purchasing Coordinating Committee, recommended elsewhere,

should set policies concerning agency purchasing limits. These should be

raised incrementally to $25,000. Discretionary buying should be allowed

on small purchases up to $500 and on short-list bidding procedures used

for acquisitions of less than $2,500. Procurements costing $2,500 or

more should be made by formal requests for bids while purchases over

$25,000 would be processed by the Purchasing Division.

Standardized forms and procedures would be developed to cover these

major categories and agency personnel trained in their use. Implementa-

tion of this recommendation will significantly reduce time and paperwork

required during the procurement cycle and eliminate costly duplication

of effort by agencies and the division.

74. Establish a statewide procurement management reporting and

compliance system.

Presently, no reliable statistical data are available concerning the scope

and extent of statewide procurement activities. This lack of information

precludes efforts to provide general guidance and effective direction to

purchasing functions.

The restructured division, working w ith the proposed Purchasing Coordi-

nating Committee, should establish a management reporting system

which will provide the necessary information to monitor decentralized

purchasing. Basic facts such as number of purchase orders and dollar val-

ues by agency, vendor and commodity should be collected. This informa-

tion should be used to review agency purchasing patterns and identify

problem areas. Also, the Legislative Auditor should evaluate existing

agency procurement centers on a biennial basis. Implementation will as-

sure improved effectiveness and statewide cost reduction.

75. Develop a computerized inventory management information

system.

There are at least three large storerooms in the Helena area. They receive

supplies for the Departments of Highways and Social and Rehabilitation

Services, as well as Central Stores, then distribute them to local offices.

All have separately developed computerized inventory control systems

but none are comprehensive or fully adequate. For example, no usage

history and economic order quantity data are available. Consequently,

there is a lack of inventory level information and an absence of usage his-

tory. As a result, many storerooms are warehousing obsolete items. Thus,

costs of improper inventory management are high.

A common inventory control system similar to the Statewide Budget and

Accounting System should be developed for use by all agencies. While

computerized software would be identical, each agency would maintain

a separate data base. Periodic reports would be generated combining fig-

ures from various agencies to provide an accurate picture of total con-

sumption and inventories. This system should also include common
storeroom procedures and forms.

When implemented, inventory reductions will result in an annual saving

of approximately $300,000. The estimated one-time outlay for systems
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development will be $50,000. However, a one-time saving of $100,000

will be attained by eliminating current duplicative software costs.

76. Develop and implement a purchase order and contract administra-

tion training program.

Responsibility for purchase order and contract administration rests with

individual agencies. However, when orders are not timely, prices are not

honored, or contractors fail to perform, personnel do not know the proper

remedies because they have received no prior instruction.

A purchase order and contract administration training program should be

developed for department officials who are responsible for monitoring

these activities. It should cover rights and obligations of parties under

Montana's Uniform Commercial Code as well as the principles of con-

tracts. Emphasis should be placed on the practical application of contract

language and enforcement. As a by-product, the division should prepare

a comprehensive purchase order and contract administration manual to

be used as a reference in addressing specific problems. The one-time cost

of training plus manual printing and distribution is estimated at $50,000.

77. Provide more resources to Central Stores.

The Central Stores operation allows the state to take advantage of its

buying power in office supplies and paper products. By receiving these

items at a central location and distributing them to individual agencies,

Montana is saving 40% to 50% on merchandise costs. However, Central

Stores is hampered by a lack of resources which keeps it from realizing its

full potential. Inadequate space is a major problem. The current ware-

house is cramped and cannot meet agency needs. Low ceilings, inade-

quate shelving, plus inefficient loading and unloading facilities severely

hamper the ability to satisfy growing demands.

One possible solution would be to utilize the Surplus Property Bureau

space, which currently occupies two floors in the same building and is

being reduced by a recommendation made elsewhere. In addition, more

efficient docking facilities should be installed and better shelving ob-

tained. Demand for this service could easily double in the next two to

three years. If $600,000 worth of additional merchandise could be pur-

chased at a net price of 28% to 38% below what it would otherwise cost,

the annual saving could be about $200,000, but is not claimed.

78. Perform an economic lease versus purchase evaluation on vehicle

and high-technology equipment procurements.

If funds are available, most agencies buy equipment. If not, a short-term

vendor lease or month-to-month rental is exercised. Few understand the

proper role of long-term leasing.

By requiring a lease versus buy analysis on vehicles, heavy duty equip-

ment, and high-technology components, the net present value of money

and discounted cash flow effects of each option could be determined.

This function should be assigned to the Office of Budget and Program

Planning. In addition, the advantages of third-party leasing companies

should be explored. Intelligent lease versus buy decisions will save the

state about 15% or $75,000 annually on major equipment purchases.
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79. Establish lease purchase authorization procedures.

State law prohibits purchase agreements that obligate the state tor three

years or more. This prevents purchasers from committing funds which are

not yet appropriated. However, agencies circumvent this statute with

long-term equipment leases containing purchase options. Although such

leases include termination clauses, they clearly violate the intent of the

statute and can be impractical to cancel.

To strengthen financial control, lease purchase procedures should be

defined so legislative authorization is needed in instances above a set

amount. Processing by the Purchasing Division should be mandated as

well. Implementation will prevent the state from incurring sizable mone-

tary obligations without proper authorization.

80. Implement a vendor qualification and performance appraisal

system.

Under the present system, a vendor is placed on a commodity bid list if a

letter request is made to the state. No effort is made to determine qualifi-

cations. Therefore, a new supplier can be awarded a contract based on a

low bid. If performance is unsatisfactory, agencies may submit complaint

forms to the division, but this practice is not encouraged and investigative

action is not rapid.

The Purchasing Division should develop a standard prequalification

questionnaire in conjunction with the automated vendor data base cur-

rently under design. At the same time, a performance appraisal form

should be instituted to determine if vendors are complying with order

terms and meeting agency needs. Implementation will keep unaccept-

able vendors off the bid list, improve the quality of goods and services

received, and identify suppliers who provide high quality goods and

services.

81. Revise bonding procedures.

The division has authority to ask for bid security and performance and

payment bonds on all contracts. While they are generally required, they

are not enforced even when problems arise. Therefore, the procedure

increases paperwork and material or service costs without benetits.

To solve this problem, bid security deposits and bonds on contracts under

$25,000 should be eliminated. Written procedures should be established

regarding when bonds are required on other contracts. Furthermore, the

state should prepare its own bond forms, so contract administrators can

be trained in the use of these instruments. Assuming that 95% of the

11,000 purchase orders covered by bonds are for less than $25,000,

elimination of the provision will provide an annual saving of about

$18,000 through lower contract costs.

82. Eliminate the requisition time schedule.

The division purchases certain materials, supplies and commodities an-

nually or semi-annually based upon agencv forecasts detailed on a requi-

sition time schedule. The purpose is to reduce paperwork and obtain bet-

ter pricing through volume discounts. However, neither goal is achieved.
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The schedule should be eliminated. The proposed Purchasing Coordinat-

ing Committee should review current lists and identify merchandise

which could be bought in bulk by one or two agencies, then distributed

to others. The remaining items should be purchased by individual agen-

cies as needed. About 24% of the 1 1 ,000 purchase orders issued by the

division were for requisition time schedule items. Since each costs about

$50 to process, implementation will save $132,000 annually.

Vehicle Management

The management of state-owned vehicles is uncoordinated and inconsis-

tent. No agency maintains an inventory of the estimated 3,300 passenger

cars and trucks plus 2,290 pieces of construction and maintenance

equipment owned and operated by the state. At least 19 agencies have

completely independent vehicle fleets. This fragmentation seriously lim-

its long-range planning and financial control. More specifically, there are

no standard purchasing specifications, replacement policies, mainte-

nance practices, recordkeeping procedures or cost analyses systems. This

results in increased costs and underutilization of vehicles.

Recommendations 83. Centralize vehicle fleet management in the Department of

Administration.

Only three of the 19 agencies with fleets have trained vehicle manage-

ment personnel and automated inventory systems. In addition, the small

motor pool operated in the Department of Highways is underutilized by

other agencies. To correct this situation, a Division of Fleet Management

should be created within the Department of Administration to manage all

state vehicles except the Department of Highways' specialized heavy

equipment.

To assist in organizing this new division, an advisory committee should

be formed. Membership should include one representative from the sev-

en departments with over 50 vehicles: Highways; Fish, Wildlife and

Parks; Institutions; justice; State Lands; Revenue; and the Board of Educa-

tion. The committee would ensure communication and coordination

among user agencies. It could also provide guidance in selecting and in-

stalling the best available operating systems in the proposed Division of

Fleet Management. These would include the following:

D Develop and implement a statewide automated vehicle and equip-

ment inventory system. One of the three automated systems in oper-

ation should be used as a base. In addition, insurance, legal and

administrative personnel should be consulted to identify related in-

ventory needs.

D Adopt standard vehicle specifications to reduce purchasing and

maintenance costs.

D Formulate replacement and acquisition policies in cooperation with

the Purchasing Division. Replacement criteria should include resale

value, length of service, rate of depreciation, and vehicle use.
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Develop an information system to analyze usage and operating cost

data. This would aid in assigning or replacing vehicles.

D Implement a preventive maintenance program based on industry

standards.

D Strengthen control measures so personal use of state vehicles is mini-

mized. This should include adopting a uniform identification system.

Centralized management will reduce the number of state-owned vehi-

cles by 240. Surplus sale proceeds will produce a one-time income of

$480,000 while reduced operating, maintenance, replacement and in-

surance expenses will yield a total annual saving of $420,000.

84. Reassign the motor pool to the proposed Division of Fleet

Management.

Currently, the Department of Highways provides a motor pool for Helena-

based state employees. This pool is not managed efficiently and available

vehicles are underutilized. To broaden its serx'ice capacity, the pool should

be reassigned to the proposed Division of Fleet Management.

85. Use consolidated bulk fuel facilities.

The state's 240 bulk fuel facilities are underutilized because service is of-

ten restricted to vehicles owned by the operating agency. Also, many
have small capacity tanks that preclude bulk purchase discounts.

To reduce operating expenses, all state vehicles should obtain fuel at bulk

facilities whenever possible. Currently, 32 key-operated, unmanned fuel

sites are located in eight major cities: Billings, Bozeman, Butte, Great

Falls, Helena, Kalispell, Miles City, and Missoula. The feasibility of con-

solidating and enlarging the capacity of fuel depots in these cities should

be studied. If results are positive, the sites should be unified and the fea-

sibility of creating facilities at Glasgow, Glendive, Havre, Lewistown, and

Wolf Point evaluated.

Installation of an automated card-operated fuel dispensing system at the

eight consolidated stations will increase efficiency and reduce unauthor-

ized use. The one-time cost of implementation will be $80,000. Howev-

er, an estimated 7% reduction in annual fuel expenditures will produce a

saving of $333,000.

86. Calibrate bulk fuel facility meters regularly.

Incoming and dispensing fuel meters at bulk facilities are rarely calibrated

so readings are inaccurate. Fuel deliveries cannot be verified unless at-

tendants calculate corrections with storage tank stick measurements. To

accurately monitor purchases and use, periodic meter calibrations should

be scheduled. Implementation will ensure accuracy and increase vendor

accountability.

87. Develop a cost-effective maintenance and repair program.

Insutticient cost data are available in Montana to compare operatmg ex-

penses of state-owned facilities with privately contracted services. When
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the automated information system of the proposed Division of Fleet Man-

agement becomes operative, accurate cost data, including overhead allo-

cations, should be reviewed to establish a cost effective maintenance and

repair program.

88. Enforce accident reporting procedures.

The Department of Administration requires an accident or loss report for

all incidents involving state vehicles. Repair expenditures are then char-

ged against a designated account. However, few forms are ever submit-

ted. As a result, repairs are charged improperly while it is impossible to

determine who needs driver testing and training.

Procedures should be developed and enforced to ensure prompt, proper

reporting of accidents. Disciplinary action should be taken when employ-

ees fail to comply. Implementation will provide information needed to re-

duce losses and develop accident prevention programs.

Department of Labor and

Industry

Fiscal 1982 Budget: $1 16-million, including $34-million m federal

funds.

Positions Authorized: 1,012.

Positions Filled: 773.

Chief Operating Officer: Commissioner of Labor and Industry.

Reporting Structure: The commissioner, who reports to the Governor, su-

pervises seven divisions and three sections.

The Department of Labor and Industry serves as an employment agency,

protects employees from discriminatory practices, and enforces labor

laws and safety standards. The department also administers workers'

compensation, unemployment insurance, and collective bargaining

laws. The commissioner supervises Claims Investigations, Veterans Em-

ployment, and Unemployment Insurance Appeals Sections. In addition to

the overall department, the following four divisions are included in this

report while the three remaining — Unemployment Insurance, Workers'

Compensation, plus Job Service and Training — are covered in separate

sections:

n Human Rights Division - With a staff of seven, the division investi-

gates complaints of discrimination based on race, creed, religion,

color, sex, physical or mental handicap, age, national origin, marital

status, or political beliefs. Cases not reconciled are heard by a five-

member Human Rights Commission appointed by the Governor.

Personnel Appeals Division - Nine employees negotiate labor-

management relations as well as employee classification appeals. A

five-member Board of Personnel Appeals holds hearings to make unit

determinations, resolve unfair practices, and mediate disputes.

35



Labor Standards Division - A staff of 1 5 in two bureaus — Standards

and Apprenticeship— enforces labor laws and supervises on-the-job

training programs.

D Centralized Services Division - The staff of 53 performs fiscal, data

processing, research and personnel support activities.

The department is currently being reorganized. A number of problems

were observed, including a growing backlog of human rights cases. In ad-

dition, the appeals process is slow and inefficient so important cases are

not heard promptly. Review standards and definitions are not clear. Fur-

thermore, duplicate legal services and unnecessary, ineffective programs

have been observed.

Recommendations 89. Establish detailed definitions and review standards.

Referees in the Unemployment insurance Appeals Section lack specific

definitions for three terms: "stoppage of work", "good cause", and "mis-

conduct". As a result, claimants frequently appeal case decisions where

these terms are involved to the Board of Labor Appeals. Since there are no

established definitions, the board reverses about 50% of the appeals.

When reversals are further appealed bv the state, approximatelv 90% are

overturned by the district court. Benefit awards directly attributable to

cases involving these terms total approximately $150,000 annually. An

additional $529,000 was awarded for the same reason in eight class

action suits during 1981 and 1982, or approximately $265,000 annual-

ly. When awards are reversed, the state often encounters collection

f)roblems.

A legal specialist should define these three terms to guide the Unemploy-

ment Insurance Appeals Section and the Board of Labor Appeals. In addi-

tion, an attorney should assist the board in establishmg appropriate re-

view standards. Implementation will improve operating effectiveness by

minimizing reversals caused by this unclear terminology, saving approxi-

mately $415,000 annually.

90. Hire an additional claims investigator.

The fraud control program in the Claims Investigation Section discovered

$167,000 in overpayments during 1981. This saving resulted primarily

irom the efforts of the chief investigator who has run the program for

many years. While office support is available, no one has been trained in

investigative techniques.

To ensure program continuity in the absence of the chief investigator, a

claims investigator trainee should be hired. With proper instruction and

guidance, this staff addition should be able to increase the return on fraud

discovery by approximately 50%, thus generating an additional $84,000

in annual income. Therefore, the annual salary of about $16,000 will be

readily offset.

91. Amend the Montana Human Rights Act.

About 30% of the two- to three-year case backlog in the Human Rights

Commission involves complaints against companies with fewer than 15

employees. Federal Equal Employment Opportunity Commission rcquire-
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merits exempt these employers, while the Montana Human Rights Act

applies regardless of size. Therefore, Montana's laws should be amended

so they are consistent with the federal statutes. Implementation of this

recommendation will reduce the current caseload by about 30% and

avoid approximately $59,000 in annual expenses. However, no saving is

being claimed.

92. Eliminate the attorney's position in the Human Rights Division.

Although the Human Rights Division employs a legal counsel, the Attor-

ney General also assigns a lawyer whenever a human rights case is certi-

fied for hearing. Thus, both counsels interpret regulations and perform

other legal services for the Human Rights Division. This duplication re-

duces the legal work load for the division's attorney to about 20%.

To increase productivity, the in-house counsel position should be elimi-

nated and required services contracted with the Attorney General's of-

fice. Yearly consulting fees are estimated at $1 5,000, while elimination of

the attorney position will save $28,000 annually.

93. Reassign human rights activities to the Labor Standards Division.

The case backlog in the Human Rights Division represented almost two

and one-half year's work at the end of fiscal 1 981 . This is expected to in-

crease by 20% during the current fiscal year. In comparison, the Labor

Standards Division has only a four-month backlog.

To reduce this caseload, the Human Rights staff should be consolidated

into the Labor Standards Division. Although the Human Rights Commis-

sion would continue to function as before, the Administrator of the Labor

Standards Division would be responsible for planning and scheduling the

total work load. Implementation will produce an estimated annual saving

of $8,000.

94. Establish a case docketing, tracking and reporting system in the

Personnel Appeals Division.

Currently, the division has no system for scheduling cases. As a result,

some take up to two years to complete. In addition, no statistics are com-

piled on cases filed, settled or pending.

To resolve this problem, a docketing, tracking and reporting system

should be developed and installed using such factors as public impact

and potential harm to applicants for setting priorities. Implementation

will speed critical case processing as well as provide needed records. In

addition, installing consistent procedures will create a more predictable

work flow.

95. Conduct annual performance reviews in the Personnel Appeals

Division.

Staff performance is not evaluated on a regular basis and training is not of-

fered. Therefore, a formal program should be developed to measure em-

ployee proficiency in job skills. In addition, training should be available

to correct deficiencies. Implementation will improve staff morale by rec-

ognizing measurable accomplishments.
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96. Abolish the Apprenticeship Bureau.

The private sector has not shown significant interest in services offered by

this bureau. While 750 employers are registered, only 415 have active

apprenticeship or on-the-job training programs. Therefore, the Appren-

ticeship Bureau should be abolished and private sector replacement pro-

grams developed in cooperation with educational facilities and unions.

Implementation will eliminate four full-time and two half-time positions

for an annual saving of $57,000 for the state and $55,000 for the federal

government.

Unemployment Insurance Division

The Unemployment Insurance Division collects state unemployment

contributions from employers for deposit in a federal trust. Funds are

withdrawn as needed for distribution to qualified program participants.

Approximately $40.9-million of the $43.1 -million fiscal 1 982 budget was

paid in benefits.

A three-member Board of Labor Appeals is appointed by the Governor

to provide program and policy direction to this division. The division is

assigned to the Department of Labor and Industry for administrative

purposes, but functions almost autonomously. However, appeals to the

board begin after administrative remedies are exhausted.

The division administrator reports to the Board of Labor Appeals while

overseeing 1 12 positions in four bureaus:

n Employer Services - Determines employer status and administers re-

quired reporting procedures. This bureau also processes the Depart-

ment of Labor and industry's mail.

D Contributions - Manages funds, conducts audits, and supervises field

activities.

D Benefits - Determines claimant eligibility and sets specific benefit

amounts after receiving claims.

D Administration Support - Conducts financial, procedural and man-

agement studies.

A dedicated staff performs assigned tasks efficiently. However, several

unnecessary programs and duplicate efforts were observed. In addi-

tion, form processing procedures are unnecessarily complex and collec-

tion delays are costly.

Recommendations 97. Adopt a common employer report form.

The Unemployment Insurance Division, Workers' Compensation Divi-

sion, and the Income Tax Division of the Department of Revenue each re-

quire employers to submit a quarterly wage report with separate pay-

ments. Each group uses a different form that is mailed and processed

separately. This is costly and inefficient for the state and employers.
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To simplify processing, a common report form should be designed. It

should be compatible with the state data processing system and varying

department needs. Implementation will improve relations with the busi-

ness community while reducing federal postage and supply expenses by

approximately $40,000 annually.

98. Suspend the employer copy of the quarterly wage report form.

An employer copy is provided in each mailing of the employers quarterly

wage report. However, it is useless because it is incomplete. Most busi-

nesses discard this form and make photocopies of the original.

To test user response, the employer copy should be withheld in the next

mailing. If less than 10% of the recipients complain, the form should be
discontinued permanently. Implementation will result in a federal annual

saving of $1,000.

99. Merge the Contributions and Employer Services Bureaus.

Since both bureaus deal with employers and tax payments, separate oper-

ations result in confusion and duplication. In addition, both chiefs direct

field representative activities, while only the Contributions Bureau chief

has been assigned this responsibility.

To integrate related functions, the two bureaus should be combined. The
Employer Services postal function should be transferred to the Adminis-

tration Support Bureau to ensure a stable work load after the merger. The
two field supervisors should report directly to the division administrator.

Implementation of this recommendation will clarify responsibilities,

eliminate one bureau chief position and provide an annual saving of ap-

proximately $33,000.

100. Improve collection efforts.

The length of time an account is overdue affects collection efforts. If it ex-

ceeds 90 days, the account is probably uncollectible. Currently, the ac-

counts receivable system does not age outstanding accounts. However, it

is estimated that 60% of the division's receivables exceed the 90-day lim-

it. Therefore, a good portion of the collection effort is wasted.

To increase effectiveness, the data processing system should provide ag-

ing information on each account. Three categories should be created: ac-

tive, with high probability for collection; inactive, with doubtful probabil-

ity; and suspended, or uncollectible. Collection efforts should then be

concentrated on active accounts. An increase of approximately 24% in

successful collections will produce an additional income of $227,000
annually.

101. Shorten collection processing time.

Employer tax liability is calculated from information on quarterly reports.

Late reporting results in late billing and increases the unpaid liability.

Currently, notice cards are mailed 15 days after a report form becomes
overdue. Subpoena letters demanding submission within 15 days are

mailed 1 5 days later. Thus, 45 days elapse before a liability can be calcu-

lated and billed.
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To speed processing and improve collections, the notice card should be

eliminated. A subpoena letter should be sent seven davs after a report be-

comes overdue, demanding submission uithin live days. A field repre-

sentative should personally visit or telephone seven days later to ensure

compliance.

102. Transfer unemployment insurance funds to the state clearing

account.

As funds are needed, the Unemployment Insurance Division transfers the

necessary amounts from the U. S. Treasury to a local checking account.

However, it does not deposit funds in the state clearing account. Since

amounts in excess of a minimum balance in the latter are available for in-

vestment, unemployment insurance funds should be deposited in the

same account. Implementation will increase investment funds, resulting

in additional income of approximately $94,000 annually.

Workers' Compensation Division

The Workers' Compensation Division administers programs to compen-

sate as well as provide medical and rehabilitation services to employees

injured on the job. Three alternative coverage plans are available to em-

ployers: private, state or self-insurance. The division also promotes safe

working conditions. The total income from all sources in 1981 was $34-

million of which $23-million was paid out in claims. Invested reser\'es

were $63-million.

The administrator managed a $5.9-million fiscal 1982 operating budget.

Of the 180 positions authorized, 162 are currently filled. In addition to

Audit, Rehabilitation, and Crime Victims Units, the division has the fol-

lowing four bureaus:

estate Insurance Fund - Operates as an insurance company, collect-

ing premiums from employers and dispersing funds to claimants.

Other state agencies are used for related accounting and investing

activities.

Insurance Compliance - Reviews cases for self- insured or privately

insured carriers, monitoring claims and settlements.

D Safety and Health - Conducts industrial, mine, and boiler inspection

and training programs.

D Administrative Services - Provides support through accounting, per-

sonnel, statistical, informational and management services.

This division performs its mission well. Nevertheless, a number of defi-

ciencies were noted, including cumbersome manual recordkeeping sys-

tems, inadequate claims review, and failure to conduct safctv inspections

at the proper rate. There is a potential conflict of interest between the

State Insurance Fund Bureau and division operations. In addition, the

State Uninsured Employers' Fund has been exhausted.
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Recommendations 103. Discontinue state Insurance Fund expansion plans.

The State Insurance Fund offers inexpensive coverage to employers who
cannot obtain it elsewhere. The bureau has made tentative plans to ag-

gressively expand the market for this service. However, companies in the

state are already well served by private carriers who offer more compre-
hensive benefits. Therefore, the proposed expansion of state services

would probably attract poor risk clients who are having difficulty ob-

taining coverage from private companies. This would result in increased

operating expenses and premiums.

To avoid this problem, the State Insurance Fund should continue to oper-

ate at the current, restricted service level. Implementation will assure the

fund's continued ability to provide coverage at an attractive cost without

competing in the open market.

104. Conduct a study to determine reorganization alternatives.

A potential conflict of interest exists between the State Insurance Fund
Bureau and the Workers' Compensation Division. The former is an insur-

ance company seeking to operate at the least possible cost consistent

with the law. The latter focuses on protecting workers and maximizing in-

jury benefits.

Although no problem exists with the current staff, conflicts could materi-

alize with different individuals in office. Since separating the bureau from

the division would create other problems, no clear solution exists. There-

fore, a study should be made to analyze various alternatives.

105. Reduce the administrator's role in approving claim settlements.

The Workers' Compensation Division approves all state and private insur-

er compromise or lump-sum claims. FHowever, the practice is time con-

suming and rarely leads to revised settlements. In addition, the division's

Insurance Compliance Bureau reviews all workers' compensation claims

processed by private insurance companies. This results in unnecessary

duplication of effort.

To reduce the division administrator's involvement in routine matters, ap-

proval authority should be delegated to line supervisors. The administra-

tor should continue to approve settlements over $75,000 while the assis-

tant administrator could review those between $50,000 and $75,000.
Also, the Insurance Compliance Bureau should use sampling procedures

to inspect private carrier claims.

Implementation will allow the administrator to devote more time to effi-

cient management while the work load of the Insurance Compliance Bu-

reau will be reduced 30%. This will eliminate two positions for an annual

saving of $36,000.

106. Contract for private claims' audits.

Claims determined by the State Insurance Fund Bureau are not audited.

Sound business practice indicates an outside audit should be conducted
every three to five years. Therefore, a private auditor should be engaged
to audit claims every four years. The annual cost is estimated at $ 1 3,000.
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107. Reduce paperwork and file storage requirements.

Claims for all three insurance plans are held in active files for four years

and in storage for another six. Every injury reported becomes a claim file

even when no payment for medical services or compensation results.

Thus, almost 140,000 case files are in active storage, while only about

7,000 claims are under consideration at any one time.

To reduce the volume of paperwork and minimize storage, the following

measures should be implemented:

Require employers to submit lists of minor injuries not expected to re-

sult in claims. Input information into the data bank without estab-

lishing separate claim files.

Process medical claims for payment, enter data, and file documents

in a social security coded file. Files should be purged after two years.

Develop a claim file only when an injury becomes a claim for com-

pensation. Clear short-term files within two months but hold the re-

mainder for four years plus another six years in storage.

D Microfiche all dead storage files.

Implementation will reduce the quantity of file material by an estimated

35% and storage space requirements by about 50%, producing a $3,000

annual saving in office supplies. In addition, staffing will be reduced by

four positions for an annual saving of $68,000 so the total benefit will

equal $71,000.

108. Accelerate the automation of recordkeeping systems.

Recordkeeping systems are currently being converted to computer. How-
ever, the conversion program is only partially funded. As a result, some

operations, particularly file management, are still maintained manually.

In other areas, duplication of manual and computerized systems exists.

Automation should be continued until all manual operations are pro-

grammed. In addition, a policy should be established to abandon manual

systems after automation. Implementation will reduce current file man-

agement staffing by six positions for a saving of $89,000 annually.

109. Establish a dividend reserve fund.

The State Insurance Fund distributes dividends annually to employers

with favorable loss ratios even if the entire plan operates at a loss. During

profitable years, money not returned is deposited in the fund. To stabilize

performance, a separate reserve should be established for excesses re-

maining after distribution during profitable years. This would be used to

pay employers when overall plan results are negative. Implementation

will ensure continued participation of low risk companies.

110. Increase protection for uninsured employees.

Because the State Uninsured Employers' Fund is defunct, individuals who
are uninsured and injured are not receiving benefits. Efforts to increase le-
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gal compliance have been ineffective because non-paying employers are

not cited quickly enough to prevent them from doing business. Further-

more, fines and penalties are insufficent to rebuild the fund.

To diminish risks for uninsured workers, the following measures should

be implemented:

Establish a common data base for new employer information gath-

ered by the Unemployment Insurance Division, Department of Reve-

nue, and Workers' Compensation Division.

n Enlist aid from the Highway Patrol and local government agencies to

alert Workers' Compensation to itinerant businesses like circuses or

agricultural harvesters operating within the state.

Develop a procedure to expedite information flow to and from the

Workers' Compensation Division.

Enforce the law when proof of insurance cannot be produced and

levy penalties promptly. Consider raising fines to help fund compli-

ance efforts.

Supplement fines and penalties with General Fund revenues to pro-

vide initial benefits to uninsured injured workers until increased reve-

nues offset the needs.

Charge the Uninsured Employers' Unit in the State Insurance Fund

Bureau only for overhead incurred by the uninsured program.

Implementation will enable Workers' Compensation to cover uninsured

workers while reducing the number of employers who fail to comply with

state laws. The goal is to produce additional income of $275,000 annual-

ly from increased premiums, assessments and fines. This will equal the

initial $275,000 General Fund allocation needed to pay annual benefits

which are not now being paid.

111. Eliminate the use of the National Council of Compensation Insur-

ers' rate modification factors.

Current statutes penalize insurance companies for failure to use rate mod-
ification factors published by the National Council of Compensation In-

surers (NCCI). However, NCCI processes data slowly, so factors are out-

dated at publication. Companies must then base insurance premiums on

old information while claims are determined on the present day basis.

Legislation should be enacted to end mandatory use of NCCI factors and

give them advisory status. Implementation will create a fairer market for

insurance operations.

112. Improve field inspectors' earning potential.

An inability to properly staff field inspector positions has prevented the

Safety and Health Bureau from performing all required mine, boiler and

crane inspections. Since the private sector pays more for comparable ex-

perience and travel is excessive, there are few applicants and the turnover

rate is high.
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To make earnings more competitive, the classification rating for field in-

spectors should be reevaluated. A program placing trainees under jour-

neymen inspectors should also be considered. Pri\ate industry should be

contacted to provide urgently needed inspectors until staffing problems

are resolved. Costs of $22,000 per year will be required to implement a

two-step reclassification for five existing inspectors.

Job Service and Training Division

This division delivers federal job procurement and training programs

throughout the state. It is the product of a recent combination of the form-

er lob Service Division with the Employment and Training Division. The

administrator of the Job Service Division now supervises a combined

work force of 415 positions. The fiscal 1982 federally funded budget for

two divisions totalled $25.6-million. Since this reorganization was in-

complete at the time of this study, the two former divisions are discussed

separately.

Job Service supervises 26 local placement offices where applicants are in-

terviewed, employment requests and unemployment insurance claims

processed, and federal programs administered. Two field supervisors

serve as liaisons between the state and local offices, while two bureaus

oversee operations. The Program Bureau assures local compliance with

federal regulations. The job Service Bureau oversees local implementa-

tion of the Employment Security Automated Reporting System, Native

American Talent Bank, plus teacher placement, counseling, and employ-

er services. The job Service Division also manages veterans' affairs.

Employment and Training administers the Comprehensive Employment

and Training Act (CETA) in Montana and is organized into three bureaus.

Two administer the job Training and Youth Employment Programs respec-

tively, while the Fiscal Bureau provides common accounting and report-

ing services. Additional staff positions inc kide a compliance officer who
performs program audits plus a program analyst and halt-time program-

mer for developing special reports. The Governor's Employment .\nd

Training Advisory Council sets goals and oversees activities.

The lob Service and Training Division is in an Linsettled condition pend-

ing completion of the merger of internal operations. Previously, poor

communication between job Service and the local office network ham-

pered efficiency. The teacher placement program was seldom used. Also,

an unnecessary expansion plan had been authorized. CETA grants were

well managed, with subgrant operators allowed considerable latitude in

designing their own programs. Nevertheless, manual recordkeeping sys-

tems were creating unnecessary duplication and overstaffing was evident.

Recommendations 113. cancel the )ob service's Bozeman construction plan.

Funding has been authorized and land a(C]uired to construe I an office

building in Bozeman. However, reevaluation indicates the proposed fa-

cility is not needed. To avoid further unnecessary expense, the construc-
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tion plan should be canceled, then the land reappraised and sold. Im-

plementation will eliminate the need for $743,000 of earmarked bond

funds but this is not claimed. The land sale will generate an estimated

$186,000 in one-time income.

114. Improve communication and decision making in the )ob Service

and Training Division.

Poor communication exists between division and local offices. While the

division is being reorganized with a new administrator, no provision has

been made to improve information channels. To enhance operations, the

new administrator should have formal training in decision-making and

communication skills. Furthermore, similar training should be provided

to other staff members.

115. Improve placement data collection.

Federal funding is based on placement statistics. Placement success data

are currently compiled by local offices through voluntary reporting, with

phone calls made to applicants and employers when time is available. Es-

timates suggest 10% to 20% are never reported.

Since quarterly payroll forms show both employer and employee social

security numbers, this information could be used to identify successful

placements. The project to install data processing terminals in local of-

fices should include programming to retrieve required information. Im-

plementation will result in a 10% increase in successful placement statis-

tics, generating additional federal income of $138,000 annually.

116. Eliminate the teacher placement program in the Job Service and

Training Division.

The teacher placement program was initiated to help smaller school dis-

tricts locate qualified educators. F4owever, only 10% of the vacancies

were filled through the division in 1981. This, plus the current teacher

surplus, indicates the program should be eliminated at the state level

while local offices should manage referrals and requests. Implementation

will eliminate one position for an annual saving of $21 ,000.

117. Reorganize employment and training activities.

Cutbacks in federally funded CETA programs have made existing admin-

istrative staff levels unnecessary. To consolidate functions, the following

steps should be taken:

Combine functions of the )ob Training and Youth Employment Pro-

grams into one unit, eliminating one bureau chief and four full- and

one part-time employment and training specialist positions.

Remove one accountant position from the Fiscal Bureau.

Eliminate one of the deputy administrator's administrative assistant

positions.

Implementation will reduce current staff levels by some seven positions,

freeing $187,000 in federal funds annually for use in program operations.
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118. Automate fiscal recordkeeping systems.

Time-consuming manual recordkeeping systems result in numerous du-

plicate entries. To increase productivity, they should be automated. The

Job Service and Training Division currently operates the State Employ-

ment Security Accounting System (SESA), a federal software package des-

ignated to help states comply vi'ith mandatory cost accounting and report-

ing requirements.

Because it includes provisions tor CETA programs, the SESA system could

provide the foundation for a fully automated fiscal recordkeeping system.

Custom-designed software will be necessary to supplement SESA's capa-

bilities, but a new system should offer essential fiscal information for re-

ports on CETA programs without referring to manually maintained rec-

ords. The minimal implementation cost will increase reporting speed and

accuracy.

119. Improve management control over information systems.

The program analyst and half-time programmer operate with little direct

supervision because management is unfamiliar with information systems.

Consequently, the division does not receive maximum benefit from auto-

mated recordkeeping and reporting methods.

To increase accountability, a basic data processing applications training

course should be conducted by the computer staff for other personnel.

Also, the analyst should be required to submit regular reports detailing

scheduled information processing runs, together with actual time and

costs; the status of new projects with estimated and actual man-hours ex-

pended; and an explanation of any problems encountered. Finally, a

manual of operating instructions for existing programs should be pre-

pared, and a request procedure developed so users can become involved

in planning. Implementation will fully integrate information system activ-

ities, ensuring maximum benefits while restoring management control.

Department of Military Affairs

Fiscal 1982 Budget: $2.2-million, including $1.1-million in federal

funds.

Positions Authorized: 55.

Positions Filled: 55.

Chief Operating Officer: Adjutant General.

Reporting Structure: The Adjutant General reports directly to the Gov-

ernor and directs three divisions.

The National Guard, Disaster and Emergency Services, and Centralized

Services Divisions operate within the Department of Military Affairs. The

National Guard Division trains and equips army and air force units for

state or national emergency service. Operating with a fiscal 1982 appro-

priation of $1.6-miliion, including $717,000 in federal funds. National

Guard's staff of 30 works directly with 3,488 guardsmen and the federal

National Guard Bureau. Training sites are 100% federally supported.
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Armories and other facilities are built on a 75% federal, 25% state cost

basis, then supported by the state. The Disaster and Emergency Services

Division develops plans for operations in the event of natural disaster or

enemy attack. With a staff of five, the Centralized Services Division pro-

vides administrative support to both operating divisions.

This department is run efficiently and the hard-working staff fulfills its

mission. Some economies are possible in staffing. In addition, inade-

quate maintenance has caused deterioration at several National Guard
armories. Plans for four new facilities should be reviewed carefully, with

leasing options considered.

Recommendations 120. Eliminate the Assistant Adjutant General/Deputy Director's

position.

In practice, the Adjutant General exercises direct control over staff func-

tions assigned to the Assistant Adjutant General. Most of the assistant's re-

maining duties are performed by the Administrator, Centralized Services

Division. Since the assistant's position had been vacant for three years

without any negative effect, it should be abolished and the duties official-

ly reassigned to other officers. This action will increase morale and re-

duce state appropriations by $37,000 annually.

121. Improve the repair and maintenance program.

The present maintenance program for National Guard armories concen-
trates on emergency repairs because of funding limitations. The Army
National Guard needs $123,000 immediately to rebuild roof systems

creating unsafe working conditions at three armories. This represents al-

most $100,000 more than would be required if the roofs had been main-
tained properly. The 1982 funding for maintenance of all armories was
$78,000.

Early action to rebuild roof systems should help avert $300,000 of poten-

tial damage to structural beams. In addition, the Architecture and Engi-

neering Division of the Department of Administration should inspect all

facilities to develop a preventive maintenance program for future use.

Adopting a program geared to prevention will avoid further expensive de-
terioration and extend the useful life of facilities.

The large sums called for during the first few years will diminish, produc-
ing a 10-year average cost of approximately $89,000 annually. However,
lack of action will compound problems, reducing the useful facility life

from 40 to only 15 or 20 years.

122. Develop an energy conservation program.

Little energy-related maintenance is done at the armories. An active pro-

gram of energy conservation should be implemented. Measures such as

lowering thermostats and turning off lights promptly will reduce the

$200,000 utility costs by 10% or $20,000 annually.

123. Increase rental income from armories.

The National Guard maintains 22 armories which are typically used only

one weekend per month for training. The current rental program for non-
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use periods provides approximately $9,000 annual income. However,

rental rates have not been reevaluated tor some years and no clear rental

policy exists. Utility and maintenance costs average more than $280,000

annually.

To maximize use and generate more income, an aggressive rental pro-

gram should be developed based on a rate schedule established for each

armory. This will increase income by an estimated $50,000 annually.

124. Reduce armory costs through leasing.

Costs to support National Guard armories are excessive. These average

approximately $12,700 annually tor each state-supported facility. How-

ever, four armories leased from the private sector on a two-day per month

basis cost only $3,700 each year. In addition to the 22 now used, the

guard plans to build four new conveniently located facilities to encourage

enlistments.

Since leasing private facilities is considerably cheaper, the Adjutant

General should close armories whenever satisfactory facilities can be

obtained on this basis. Each closing will save Montana approximately

$9,000 annually. Leasing also should be considered as an alternative for

the four new armories. Since armories built with both state and federal

funds become state property after 25 years, eight are now state-owned

and an additional 11 will be transferred between 1983 and 1990. Each

could be sold, then replaced with a leased facility. However, no benefits

are claimed at this time.
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Department of Social and

Rehabilitation Services

Fiscal 1982 Budget: $1 77-million, including $116-million in federal

funds.

Positions Authorized: 1,087.

Positions Filled: 1,087.

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor and supervises

four offices plus eight divisions.

Service programs provided by this department range from distributing

food stamps to training autistic children. The emphasis is on encouraging

self-sufficiency while providing assistance to those who cannot function

independently. The director oversees four offices including Administra-

tion plus Program and Planning, each supervised by a deputy director.

The former manages personnel, payroll and labor negotiations while the

latter plans and coordinates child service grants. An Office of Legal Af-

fairs handles Medicaid and welfare recipient appeals as well as adoptions

and child custody cases. The Office of Fair Hearings resolves welfare eli-

gibility disputes.

Seven divisions also report to the director. Two of these — Community
Services and Developmental Disabilities — are discussed in subsequent

report sections. The remainder include:

Audit and Program Compliance - Operates bureaus to conduct feder-

ally required audits, investigate and recover public assistance over-

payments, and review eligibility determinations.

Centralized Services - Provides support through bureaus specializing

in data processing, fiscal management, central office services, and

statistical sampling and research.

Veterans Affairs - Serves as a liaison between Montana's 1 00,000 vet-

erans and the U. S. Veterans Administration through eight field

offices.

Economic Assistance - Determines recipient eligibility and supervises

administration of state and federal economic assistance programs

through the county welfare office network. Separate bureaus concen-

trate efforts on Medicaid reimbursement, food stamps, energy and

weatherization assistance plus food distribution.

Rehabilitative Services - Offers programs designed to restore the

handicapped to gainful employment. It also administers Social Secu-

rity disability benefits and other federal assistance programs.

Visual Services - Trains and equips the visually handicapped for em-
ployment. This division has the same administrator as Rehabilitative

Services.
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The department's dedicated staff is attempting to correct several deficien-

cies. However, the complex reporting structure fragments supervision

and limits program coordination. Additional data processing improve-

ments are needed. Also, potential federal sanctions could be brought in

response to a high error rate in determining program eligibility. In addi-

tion, the Veterans Affairs Division duplicates services provided by other

public and private organizations.

Recommendations 1 25. Reorganize the Department of Social and Rehabilitation Services.

The Director's span of control is too broad for effective management. The

current structure, shown directly below, has 1 1 positions reporting to the

Director. These include Deputy Directors for Administration and Program

and Planning, a Fair Hearings Officer, Chief Legal Counsel, plus the Ad-

ministrators for the Centralized Services, Audit and Program Compliance,

Community Services, Developmental Disabilities, Economic Assistance,

Rehabilitative and Visual Services, and Veterans Affairs Divisions. Thus,

the Director becomes involved in excessive administrative detail while

planning time is very limited.

To simplify the organization, operations and support functions should be

consolidated. In the proposed structure, which is depicted to the right,

only four subordinates report to the Director. To accomplish this, the fol-

lowing changes would be required:

D Deputy Directors of Administration and Program and Planning

should both be eliminated. Their personnel, budget, training and

planning functions would be transferred to the Centralized Services

Division which would be retitled the Management Services Division,

n The Fair Hearings Officer should be transferred to the Department of

Revenue while the Administrator, Audit and Program Compliance

Division and the Chief Legal Counsel would continue to report to the

Director.

PRESENT ORGANIZATION
DEPARTMENT OF

SOCIAL AND REHABILITATION SERVICES



PROPOSED ORGANIZATION
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Administrators for Community Services, Developmental Disabilities,

Economic Assistance, and Rehabilitative and Visual Services Divi-

sions would report to a new Deputy Director, Line Service Divisions.

The Veterans Affairs Division, as proposed elsewhere, would be

eliminated.

No financial benefits are claimed. However, implementation will in-

crease administrative capabilities and provide the management direction

needed to ensure cost effective and efficient service delivery in this large,

diverse department.

1 26. Participate in developing a statewide data processing plan.

The Data Processing Bureau in the Centralized Services Division has

developed criteria for a long range departmental data processing plan.

However, data base concepts have only been developed to meet depart-

mental needs. The same information would be valuable to other state

agencies but no integrated data processing plan exists.

A recommendation elsewhere in this report calls for developing a state-

wide plan. The department's Data Processing Bureau should contribute

to achieving this goal by helping the Computer Services Division estab-

lish overall implementation policies and procedures. Its participation will

significantly improve the statewide planning process and reduce develop-

ment time.

127. Substitute on-line for key entry procedures.

The department has an efficient central data entry unit which processes

information from various divisions and bureaus. However, this procedure

results in error correction delays and additional paperwork because infor-

mation passes through two departments.

To streamline operations, a new system should be developed using on-

line data entry at the originating agency while existing data entry facilities

would be phased out over a five-year period. Implementation of this rec-

ommendation will eliminate four positions, producing an annual saving

of approximately $60,000.
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128. Increase use of central word processing.

The central word processing unit is efficient and cost effective. However,

some bureaus continue to use secretaries to type various documents. To

increase productivity, a program should be initiated to identify the needs

in each bureau and establish a plan to utilize central word processing to

fill those needs. Implementation will require two additional work stations

for a one-time equipment cost of $30,000 and annual cost of $29,000 for

operators. However, three secretarial positions would be eliminated for

an annual saving of $51 ,000.

129. Develop managerial and technical training programs.

Departmental training programs are inadequate because they have not

been viewed as an important element in increasing productivity. As a re-

sult, many department personnel are untrained. Also, no personnel train-

ing records exist so performance or eligibility for promotion to manage-

ment positions is difficult to evaluate.

A separate recommendation specifically addresses the training needs of

eligibility technicians. However, a department-wide training program

should be developed and funded. A statewide recording procedure

should also be established to enable verification of course completions.

Implementation will improve morale while increasing accountability and

efficiency.

130. Reduce eligibility determination error rates.

Inaccurate determinations of eligibility in food stamp, Medicaid, and Aid

for Dependent Children programs have resulted in potential federal sanc-

tions against Montana that total $6.3-million. Furthermore, Montana's

Medicaid error rate is the highest in the United States. This is the result of

several operational deficiencies. For example, county welfare office eligi-

bility technicians are poorly trained while personnel selection qualifica-

tions are not demanding. Also, salaries are too low to attract experienced,

skilled applicants. Furthermore, eligibility manuals are too complex.

To avoid further loss of revenue, an extensive training program should be

instituted for eligibility technicians. This should include separate phases

for classroom study, observation, on-the-job training and continuing edu-

cation. A training coordinator should be hired to administer the program.

In addition, eligibility technicians should be required to hold college de-

grees in behavioral science and salaries should be increased accordingly.

Implementation will ensure a qualified and well trained staff. The annual

program cost will be approximately $60,000. However, it is conserva-

tively estimated that reduced eligibility errors will produce an annual sav-

ing of $805,000 in state and $1.5-million in federal funds.

131. Provide clear field directives.

County directors and field service staffs are confused by conflicting rules

and directives received from various divisions. This can result in ineligi-

ble persons receiving payments. Since the documents in question are

created on central word processing equipment, the Office of Program

and Planning should catalog rules and regulations by topic. A common
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set of instructions should also be created to accompany new or revised in-

formation. To accomplish these tasks, two additional employees will be
required for an annual cost of $51,000. However, clear directions from a
common source should reduce misunderstandings and improve eligibility

determination program performance by 2% for an annual saving of ap-
proximately $86,000.

132. Expand the third party review program.

Medicaid recipients often have other insurance which covers medical
costs. If this is not reported, overpayments result. The investigator in the

Audit and Program Compliance Division's review group recovers approx-
imately $1 -million in third party payments annually. Therefore, two addi-

tional investigators should be hired. While the annual cost will be about
$43,000, each investigator should recover at least $500,000 annually for

a total saving of $350,000 in state and $650,000 in federal funds.

133. Evaluate Medicaid claim processing contractor performance.

The cost for contracted Medicaid claim processing services has escalated

rapidly. Also, operational problems developed when the contractor failed

to implement required reporting procedures in 1982. Therefore, less ex-

pensive alternate processing methods should be actively explored and the

current contract voided. Penalties for non-performance should also be
pursued. While no saving is claimed, implementation will increase ac-

countability and reduce costs.

134. Abolish the Veterans Affairs Division.

The sole function of this division and its eight field offices is to act as a li-

aison between the federal government and veterans or their dependents
when claims are processed. This is unnecessary because it duplicates

services offered by the Veterans Administration as well as the American
Legion, Disabled American Veterans, and the Veterans of Foreign Wars.

The division should be abolished since claimants could file directly with
the federal government. Implementation will eliminate over 20 full-time

positions, plus operational expenses, for an annual saving of $443,000.

135. Close three Rehabilitative Services Division district offices.

Three of the 1 3 Rehabilitative Services Division's district field offices op-
erate with less than half the average work load. These offices, located at

Lewistown, Warm Springs and Deer Lodge, should be closed. Warm
Springs and Deer Lodge cases could be transferred to Butte while Lewis-

town cases would be covered two days per week with personnel from
Billings. Implementation will increase efficiency while producing an an-
nual state saving of $19,000 and a federal saving of $77,000.

136. Provide Indian reservation counseling on a half-time basis.

The Rehabilitative Services Division established four offices on Indian

reservations so assistance would be readily available. Since they are

staffed by counselor aides, actual counseling is conducted in the district

field office. The aides' average of 500 contacts per year does not justify

full-time employment. Therefore, they should be reduced to half-time for

an annual saving of $4,000 in state funds plus $1 9,000 in federal funds.
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Community Services Division

This division provides direct and contracted serx'ices to maintain t'amilv

unity, assist the aged, and protect child welfare. The $17-million fiscal

1982 budget, which included $10.9-million in federal funds, supported

384 employees. The division administrator supervises two assistant ad-

ministrators who coordinate local level programs through a western and

eastern district office network.

A budget officer and three bureaus also report to the administrator. The

Management Operations Bureau develops programs, policies and objec-

tives. The Budget and Contracts Bureau negotiates child welfare service

contracts, manages funding for seven regional Area Agencies on Aging,

allocates all grants, and develops contract procedures. The Evaluation

Bureau establishes and reviews service performance.

Reorganization has improved cost effectiveness. However, service deliv-

ery is inconsistent because of divided responsibilities. State programs are

directed and administered at the county level. Also, aging services are

duplicated at four levels.

Recommendations 137. strengthen state control over county offices.

The current service delivery system creates confusion and hmders com-

munication. Since county employees receive direction from both the

Community Services Division and local boards, state directives are some-

times disregarded and programs are interpreted independently. However,

the state is held responsible for all actions under federal contracts.

To strengthen operations, the 1 1 Community Services Division district of-

fices should be reorganized into five regional ones. Supervisors would

have the authority to direct county operations while serving as liaisons

between county directors and the Community Services and Economic As-

sistance Divisions.

Implementation would clearly establish the state's authority to staff all

levels, perform evaluations, and ensure uniform program interpretations.

Five district supervisors will be required to fill regional positions, increas-

ing the annual state cost by $54,000 and the annual federal cost by

$125,000. However, eight other positions will be eliminated by closing

six offices, for an annual saving of $87,000 in state and $202,000 in fed-

eral funds.

138. Strengthen county welfare director requirements.

There are no standard qualifications or comprehensive training for the po-

sition of county welfare director. These deficiencies hinder performance

and encourage inconsistent local operations.

To ensure well qualified personnel and program uniformity, prospective

county welfare directors should have a bachelor's degree in behavioral

science, five years experience with social service systems, and two years

administrative experience. A management traitiing program should also
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be established. As a part of this, directors would spend one month in divi-

sion offices learning fundamentals and one month with proposed region-

al supervisors comparing county programs. Implementation will cost

approximately $5,000 annually, of which $3,000 is federal funds. How-
ever, improved service delivery will be achieved.

139. Abolish the Area Agencies on Aging.

Services for Montana's elderly are administered on four levels: a Regional

Administration on Aging, the Community Services Division, seven Area

Agencies on Aging, and designated service providers. The area agencies

duplicate the planning, reporting and program development activities

conducted by the Community Services Division and, therefore, inflate

operating costs.

To reduce costs while improving services, the Area Agencies on Aging

should be eliminated. The division could then produce a comprehensive

plan for the elderly and directly fund county or Indian reservation pro-

grams. Implementation will result in improved supervision and better co-

ordinated program coverage. The annual saving will be about $161,000

in state and $298,000 in federal funds.

Developmental Disabilities Division

Montana's developmentally disabled citizens, including the mentally

retarded, autistic, epileptic, and victims of cerebral palsy or other neuro-

logical conditions, are served by this division. Since 1 975, qualified indi-

viduals have been placed in state funded community-based programs

operated by some 50 non-profit corporations. Programs serve approxi-

mately 1,600 but only 226 are institutionalized.

The division's fiscal 1 982 budget of $1 2.5-million included $4.3-million

in federal funds. The administrator oversees 38 employees staffing an ad-

ministrative office and two bureaus. The Planning, Assistance and Man-
agement Bureau performs planning and contract management while

operating a Training Information Resource Center for state and private

employees. The Regional Services Bureau operates five offices that offer

direct services and ensure local contractor compliance. In addition, a

22-member State Developmental Disabilities Planning and Advisory

Council aids in program planning and awarding of grants.

Contractual conflicts have arisen between this division and local service

providers while a lack of fiscal control is also evident. In addition, no pro-

gram has been developed to collect private payments for services.

Recommendations 140. Restructure the State Developmental Disabilities Planning and

Advisory Council.

The council advises the Department of Social and Rehabilitation Serv-

ices, Department of Institutions, Department of Health and Environmen-

tal Sciences, and Office of Public Instruction on program planning. The

22-member group is too large to ensure effective leadership. Most of its
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work is devoted to awarding grants, but operating expenses account for

more than one-third the current budget.

To streamline operations, the size of the council should be reduced. Fur-

thermore, separate staffing should be eliminated and assistance provided

by the Developmental Disabilities Division. Implementation will create a

smaller, more effective council while increasing the funds available to

improve services for the disabled.

141. Increase fiscal control over private contractors.

Existing contracts reimburse service providers within a general framework

of state rules and regulations rather than for specific services. Expenses do

not have to be documented so there are few incentives to reduce costs.

Attempts to increase fiscal control have resulted in a contractual dispute

with the Association for Independent Deliverers of Service.

To control costs and resolve disagreements, the state should negotiate

service contracts which identify specific services provided and allowable

costs. Definitions should identify proper food, clothing, shelter, training

and recreational needs that correspond to different developmental disa-

bilities. Exceptions would be granted only when a provider could docu-

ment an unrealistic basis for assumptions.

Implementation will increase financial responsibility while allowing both

parties to understand exact contractual terms. Increased efficiency will

reduce expenditures by 10%, for an annual saving of $590,000 in state

and $394,000 in federal funds.

142. Charge for services based on ability to pay.

Currently, the state pays all expenses for qualified disabled citizens. How-

ever, increased costs coupled with federal cutbacks could result in serv-

ice reductions. To avoid this possibility, the state should adopt a collec-

tion program based on the parents', guardian's, estate's, or individual's

ability to pay. Implementation will reduce the taxpayer's burden by pro-

ducing additional annual income of approximately $1 .1 -million.

Department of Institutions

Fiscal 1982 Budget: $62.4-million, including $3.6-million in federal

funds.

Positions Authorized: 1 ,907.

Positions Filled: 1 ,8')b

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor and supervises

four divisions.

The Department of Institutions administers Montana's correctional facili-

ties and rehabilitation services. The department also manages health and

residential services for the mentally ill, developmentally disabled and the

aged as well as alcohol and drug abuse programs. The director has an of-
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fice staff of seven and supervises four divisions: Management Services,

Corrections, Alcohol and Drug Abuse, and Mental Health and Residen-

tial Services. Separate report sections are devoted to each division.

A dedicated staff performs a wide variety of duties. However, conflicts

arise from combining health and correctional facilities in one depart-

ment. In addition, many institutional buildings are in disrepair, land is

used inefficiently, and programs are not well coordinated.

Recommendations 143. Convert the Department of Institutions into a Department of

Corrections.

Both the Alcohol and Drug Abuse Division and the Mental Health and
Residential Services Division perform health-related activities while the

remainder of the department is involved in corrections and rehabilitation.

Therefore, the former two divisions should be transferred to the Depart-

ment of Health and Environmental Sciences. To properly align agencies

with similar services, the Department of Institutions should iDe renamed
Department of Corrections and administrative titles adjusted.

144. Evaluate the usefulness of unoccupied institutional buildings.

Various institutional campuses have deteriorating, unoccupied buildings.

These are unsightly and potentially hazardous. Therefore, the state archi-

tect and a special legislative committee should inspect and evaluate

each. Repairable structures could then be remodeled to meet expansion
needs while the remainder could be demolished.

145. Analyze land use requirements.

The department administers over 110,000 acres of inefficiently used
property. The Department of State Lands should conduct a study to deter-

mine its most appropriate use. Implementation will provide information

for future planning while identifying surplus land that could be sold or

used for income-producing activities.

146. Hire a nutritionist as food service coordinator.

Ten food service operations at various institutions function without coor-

dinated planning, purchasing or training. Lack of communication results

in duplicate efforts and increased costs. Furthermore, six facilities require

the services of a nutritionist for therapeutic diet planning.

An experienced nutritionist with a bachelor's degree in dietetics or food

service management should be hired to serve as department coordinator

of nutrition and food services. The new position will cost $33,000 annu-
ally, but savings will result from uniform purchasing procedures, stand-

ardized menus, shared training programs and reduced inventories.

147. Terminate the free employee meal policy.

Institutional employees are provided a free meal during a half-hour break
in each eight-hour shift. This costly and time-consuming benefit should
be eliminated. Shifts should be scheduled for eight and one-half hours, so

the half-hour meal does not occur during paid time. Also, average meal
costs should be deducted from employee earnings. Implementation will

save an estimated $469,000 annually.
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Management Services Division

V

This division provides department-v^'ide fiscal control and reporting serv-

ices as well as secretarial, personnel, and data processing support. The

staff also processes insurance claims for reimbursement of institutional

resident medical and rehabilitation service costs. The fiscal 1982 budget

of $943,000 included $131,000 in federal funds. It supported an author-

ized staff of 39 with four vacancies. The administrator supervises three

budget analysts, a personnel staff and two bureaus. The Information Serv-

ices Bureau develops automated systems. The Administrative Services

Bureau has three sections: Accounting, Reimbursement and Field Investi-

gation, and Reimbursement Control.

The division has been successful in installing adequate financial controls.

Nevertheless, data processing systems for accounting and billing require

manual information retrieval. Field investigations are costly and the large

vehicle fleet is poorly managed.

Recommendations 148. Develop an integrated patient accounting and billing system.

Current accounting and billing procedures are time consuming and inac-

curate. Data must be retrieved manually from four distinct systems. To

increase accuracy and simplify processing, an integrated patient ac-

counting and billing system should be developed. Mcdicare/Medicaid el-

igibility should be included for automatic identification. One-time devel-

opment and programming costs are estimated at $50,000. However,

implementation will reduce current staffing by four positions for an annu-

al saving of $58,000.

149. Eliminate the Reimbursement and Field Investigation Section.

Two ditferent methods are employed to get the information required for

reimbursement control. Although the Reimbursement and Field Investiga-

tion Section of the Administrative Services Bureau is responsible for this

activity, three institutions have investigative units with a staff of 22. Since

institutional control is more efficient, the section should be eliminated

and the following measures implemented:

D Assign investigative control to the business office at each state

institution.

Reassign separate investigative units at Boulder River School and

Hospital, Warm Springs State Hospital, and Galen State Hospital to

the respective business office at each institution.

Hire a private investigative service when supplementary reports are

required.

Implementation of this recommendation will strengthen control, use ex-

isting personnel more efficiently, as well as eliminate four field investiga-

tors and one section supervisor. The annual saving to be attained is esti-

mated at $117,000 while retaining private investigations will cost

approximately $84,000 annually.
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Corrections Division

The division administers corrections programs for adults and juveniles,

providing care and custody as well as developmental and rehabilitative

services. The $19.1-million fiscal 1982 budget included $957,000 in fed-

eral funds and supported a staff of 499. An administrator supervises two

bureaus— Community Corrections and Corrections Support— as well as

four institutions:

Montana State Prison in Deer Lodge was designed for 515 adult male

inmates but now houses 724. The prison provides high school equiv-

alency, vocational education, recreation and work programs. It oper-

ates a 40,000 acre ranch, feedlot, slaughterhouse and packing plant

as well as a Prison Industries and license plate plant. The warden su-

pervises 73 administrative personnel, 44 service employees and 147

security guards.

n Swan River Youth Forest Camp outside Swan Lake is a minimum se-

curity work camp for 50 first time offenders between the ages of

18 and 25. Inmates are transferred here prior to release. The camp

conducts forestry management projects in cooperation with the De-

partment of State Lands' Forestry Division. Counseling and educa-

tional programs are provided as well. The superintendent directs a

staff of 26.

D Pine Hills School in Miles City houses juvenile male offenders under

18 years of age in five lodges on a 48 acre central campus. It also

controls an additional 69,000 acres — most located in non-adjacent

counties. The superintendent has a staff of 123 who provide care,

custody and developmental services.

a Mountain View School near h4elena is a residential living facility.

Equipped for 86 juvenile female offenders, it currently houses 35 in

three cottages. A staff of 47, including the superintendent, provides

administrative and custodial services.

Overcrowding at Montana State Prison is creating problems, including

poor employee morale and inmate unrest. The prison ranch has not been

managed effectively in the past, resulting in poor use of land, buildings

and equipment. Also, food service deficiencies were observed at all facil-

ities. Pine FHills and Mountain View Schools provide duplicate services.

Recommendations 150. Relieve overcrowding at Montana state Prison.

The state prison houses 200 prisoners more than its rated capacity. The

maximum security unit has 46 cells but 30 are occupied by permanently

assigned inmates. Thus, little space is available to isolate troublemakers.

Overcrowding is creating operating problems, low employee morale, and

prisoner unrest. To reduce the population and properly secure the prison,

the following measures should be considered:

Reassign 90 minimum security inmates to the Mountain View

School. To accomplish this, another recommendation suggests
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transferring juvenile girls housed at Mountain View to a new dormito-

ry at Pine Hills School. When implemented. Mountain View facilities

will be vacant and available for this purpose. A halfway house for

approximately 30 more inmates should also be established at this

location.

D Implement the Department of Institutions' recommendation to re-

locate 32 minimum security prisoners who work on the prison ranch

into a remodeled dairy barn at that facility.

nOpen a halfway house in Great Falls with a 25-inmate capacity.

Remodel an area at Montana State Prison to house additional maxi-

mum security prisoners.

Consider utilizing Boulder River School to house minimum and me-

dium security prisoners as suggested elsewhere.

Implementation will relieve overcrowding while providing sufficient max-

imum security space. While extensive costs may be involved, it has not

been possible to determine a realistic estimate.

151. Close Mountain View School.

Mountain View School provides the same services for female juvenile of-

fenders that Pine Hills School provides for males. Separate campuses du-

plicate all operating expenses when only separate housing is required.

Therefore, a new dormitory should be constructed at Pine Hills for fe-

males. Mountain View School should then be closed, or the campus

made available for conversion to relieve prison overcrowding as recom-

mended elsewhere. The one-time cost for a new building is $400,000.

However, implementation of this proposal will produce an annual saving

of $735,000.

152. Upgrade the prison food service manager's position.

Improvements are currently needed to modernize food service equip-

ment, enforce sanitation and safety regulations, improve training, and

introduce a dietician-approved cycle menu. These activities require a

manager with significant experience, knowledge and leadership skills.

However, the current salary is too low to attract qualified candidates.

Therefore, the position should be reviewed and upgraded to ensure strong

leadership. Implementation will cost $5,000 annually.

153. Reduce the number of prison food service supervisors.

The excessive number of food service supervisors assigned to the kitchen

creates disorder and hampers efficient workflow. Also, one is stationed

on the inmate serving line to reduce peer pressure for larger portions.

To simplify operations and increase productivity, the current assignment

St hcdulc should be revised so an equal but reduced number of supervi-

sors report daily. Furthermore, a security guard should be trained to iden-

tify proper portions, then stationed at the serving line to replace the

supervisor. Implementation will eliminate four full and one part-time po-

sitions for ^n annual saving of $89,000.
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154. Standardize prison food preparation.

Prison food quality is inconsistent because the food service staff does not

use recipes. Since ingredients and measurements are estimated, results

vary, food is wasted, and inventory is difficult to control.

To eliminate guesswork, standardized recipes should be adopted. An in-

gredient room should then be established where a food service supervisor

could place required ingredients for each menu on a cart. Refrigerated

items would be added shortly before delivery to the main kitchen. While

no saving is claimed, implementation will ensure consistent quality, in-

crease menu control, reduce waste, and improve planning.

155. Expand the prison vocational-technical food program services.

The prison offers a vocational-technical food training program that is not

integrated with food service operations. Inmates prepare food in the main

kitchen under the direction of supervisors while vocational-technical stu-

dents prepare the same menu for the staff in a separate kitchen. This prac-

tice limits student cooking experience. In addition, some staff members

are discontent with the basic menu and would like more variety.

To increase their proficiency, vocational-technical students should be

scheduled to work alternately in the main and staff kitchens. Also, a fast

food menu should be added. Implementation will provide better inmate
.

training while increasing employee morale.

1 56. Modernize prison ranch operations.

A ma)or portion of the 40,000 acre prison ranch is unused. Also, fences,

buildings, equipment and the land itself have deteriorated because of

poor management and lack of attention.

To convert the prison ranch into an efficient, modern operation, the sur-

face rights to 25,000 unused acres should be sold. Proceeds should then

be dedicated to upgrading remaining land, buildings and equipment.

Production should be diversified to include poultry and potatoes in addi-

tion to beef and dairy operations. Feeder cattle should be purchased at lo-

cal markets to strengthen the feedlot program. While the one-time cost of

ranch improvements will be approximately $3-million, the land sale will

raise an estimated one-time income of $7.5-million.

157. Eliminate the prison auto shop.

The quality of maintenance work performed at the prison auto shop is in-

ferior because the facility does not have professional management. To in-

crease productivity, the auto shop should be eliminated and work reas-

signed to the ranch machine shop. One mechanic and assigned inmates

will be transferred, while the manager and assistant mechanic positions

will be eliminated for an annual saving of $28,000.

158. Redefine the role of Swan River's food service manager.

In addition to food service operations, this position is responsible for the

camp's warehouse, inventory and canteen plus weekly trips to purchase

produce. As a result of such diverse responsibilities, little time is available

for kitchen staff supervision.
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To improve food service efficiency, a food service manager should be

hired to supervise kitchen operations. The current manager should as-

sume the non-food related responsibilities while produce deliveries

should be arranged to reduce travel. Implementation will ensure proper

guidance at an annual cost of $1 7,000.

159. Purchase food service equipment required at Swan River.

Two pieces of food service equipment should be replaced to improve effi-

ciency at the youth camp. These are a dishwasher and a stove with built-

in oven. For the one-time estimated cost of $22,000, more sanitary uten-

sils and consistently hot meals will result.

160. Purchase an office computer for the Pine Hills School.

The school's accounting and reporting procedures require time-

consuming manual operations. A request for a terminal to access the state

computer was denied. Therefore, a small office computer should be pur-

chased for an estimated one-time cost of $6,000. Reduced clerical time

will eliminate one stock clerk position for an annual saving of $16,000.

161. Sell the Pine Hills School's employee housing units.

Four houses on the Pine Hills campus are rented to employees tor a mini-

mal monthly charge. These facilities are old so repairs, maintenance and

utilities are expensive while rentals fees fail to recover costs. Furthermore,

employee housing is not necessary because adequate lodging is available

in Miles City. Therefore, a distress sale should be held to have the homes

removed from the campus. Sale proceeds should be used to restore the

sites while reduced operating expenses will save $6,000 annually.

162. Hire a part-time dietician at the Pine Hills School.

Menus at Pine Hills do not meet the nutritional requirements of juvenile

residents. Therefore, a registered dietician should be employed one day

per month to consult on dietary needs. Implementation will improve food

service operations for an annual cost of $1 ,000.

163. Establish a cafeteria-style food service at the Pine Hills School.

Currently, food is prepared at a central kitchen but ck-liM-rotl to lue sepa-

rate cottages for serving. This creates several problems. Quality and tem-

perature cannot be maintained because food is held for long periods

before delivery. Also, portion control is impossible because cottage per-

sonnel supervise distribution and leftovers are not returned. To correct

these deficiencies, food should be served centrally in the main cafeteria

where tables are available. Implementation will enable more efficient

planning, improve food quality, and allow the staff to use leftovers.

Alcohol and Drug Abuse Division

The division treats alcohol and drug dependence with a staff of 24 plus

two vacancies. Its $3.6-million fiscal 1982 budget included $829,000 in
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federal funds. Alcohol program funding is derived from earmarked alco-

hol revenues and distributed to counties while drug programs are state

and federally supported. There are 31 approved alcohol treatment centers

as well as seven contract and three state operated drug clinics. The 10-

member Montana Alcohol and Drug Abuse Advisory Council consults

with the administrator.

Division operations are assigned to two bureaus. The Community and

Program Development Bureau supervises treatment centers, provides

technical assistance, and offers prevention programs. The Reporting and

Evaluation Bureau monitors treatment center contracts, conducts on-site

evaluations, and formulates an annual plan.

A reorganization transferred this division from the Department of Health

and Environmental Sciences. The current structure is fragmented, with

similar responsibilities assigned to each bureau. The efficient, knowl-

edgeable staff suffers from lack of direction and long-range planning. In

addition, funding procedures are inefficient.

Recommendations 164. Reorganize the division.

A poor organization structure causes duplication of technical assistance

and supervisory activities by the two bureaus. Another recommendation

suggests returning the division to the Department of Health and Environ-

mental Sciences. However, the following modifications should strength-

en internal operations:

n Replace the two existing bureaus with three sections: Planning and

Information; Evaluation and Program Assistance; and Training and

Certification.

n Transfer the special services position in the Community and Program

Development Bureau to the Transportation Division in the Depart-

ment of Commerce where it is funded.

o Eliminate the prevention program staff member but continue to pro-

vide funds to local agencies.

Transfer responsibilities of the direct services manager and adminis-

trative aide in the Community and Program Development Bureau to

the proposed Evaluation and Program Assistance Section.

Eliminate state-run drug programs in Helena, Butte and Anaconda by

shifting services to county programs.

Implementation will streamline and coordinate activities while improving

communication. An annual $627,000 reduction in drug program fund-

ing, coupled with economies of $58,000 by eliminating two positions,

will produce a combined saving of $685,000.

165. Change the treatment center funding process.

The present funding formula has built-in inequities. For example, a coun-

ty with a high abuse incidence may not receive adequate money because

the formula is based on population density. Also, seven counties now
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have two programs since the number of centers per county is not restrict-

ed. In addition, the funding system provides no incentive to collect third

party and individual payments. As a final point, efficiency is reduced be-

cause six clinics are devoted exclusively to drug dependence.

The following modifications should be initiated to improve allocation of

funds and service delivery:

n Change the current funding procedure. Require counties to prepare

biennial budget plans, then base monthly allocations on these pro-

jections. A discretionary reserve equal to 10% of the total budget

should be established to provide supplementary funds to counties

that underestimated needs.

Fund one treatment center per county but encourage the use of multi-

county centers with satellite offices in sparsely populated areas.

n Encourage third party or individual payments by requiring each cen-

ter to raise 25% of its operating budget from these sources.

Require all centers to treat both alcohol and drug abuse.

Implementation will eliminate duplication while improving service.

Funds raised locally as a result of third party pavments should be used to

replace the services of the three state-supported drug treatment centers

eliminated in the previous recommendation.

Mental Health and Residential

Services Division

This division administers residential service facilities for the mentally ill,

developmentally disabled and the aged. It assists five regional programs

as well. The $38.5-million fiscal 1982 budget included $1.8-million in

federal funds. It supported 1 ,504 staff members. The administrator super-

vises six institutions:

a Warm Springs State Hospital - Treats mentally ill patients by provid-

ing intensive, extensive, pre-release, long-term, child and forensic

care. This facility outside Butte now houses 345 patients on a 356-

acre campus. It shares a chief executive officer with nearby Galen

State Hospital.

Galen State Hospital - Provides medical and drug dependency treat-

ment on a 240 acre campus. Three distinct facilities provide a 218-

bed hospital for Warm Springs State Hospital residents; a treatment

center offering 30-day inpatient care for up to 88 alcoholics; and a six

month, inpatient drug therapy clinic with a maximum capacity of 15.

D Boulder River School and Hospital - Provides medical and educa-

tional services to 226 profoundly retarded residents. The 1,200 acre

campus has 63 buildings including a 23-bed acute care hospital.
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D Montana Veterans Home - Houses 75 and provides nursing care to an

additional 40 veterans. Residents of the home, located on 147 acres

near Columbia Falls, are charged for services based on their ability

to pay.

Eastmont Training Center - Otters instructional and home living skills

training to 45 severely mentally retarded residents between the ages

of four and 17. Located in Glendive, the center's capacity is 55.

Center for the Aged - Provides skilled nursing care to former Warm
Springs State Hospital patients over the age of 60 who cannot return

to society. The center, located in Lewistown, has a resident capacity

of 199.

These institutions have well qualified staff members. However, deinstitu-

tionalization policies at Warm Springs and Galen State Hospitals have re-

sulted in underutilization and inefficiency. Alcohol and drug rehabilita-

tion programs at these facilities are expensive, food services have

duplicate preparation units, and employee housing rates are not equita-

ble. Boulder River School and Hospital is also underutilized, while the

Montana Veterans Home is overstaffed and uses only a small portion of

campus lands.

Recommendations 166. centralize food preparation at Warm Springs and Galen State

Hospitals.

A program to consolidate food service operations at these hospitals has

already been initiated. Since the institutions are only four miles apart, the

same menu has been adopted and baked goods and vegetables are cen-

trally prepared at Warm Springs for daily delivery to Galen State. Howev-
er, separate kitchens continue to prepare additional items.

All food should be prepared at Warm Springs, then transported to Galen

State Hospital. This would require several modifications;

Reorganize the Warm Springs staff, adding four employees: a director

who is a registered dietician with strong management skills; two ad-

ditional clinical dieticians; and one food service worker. A current

staff member should be appointed food service manager to coordi-

nate operations and two additional employees should serve as the

food manager at each facility.

Eliminate the entire 26-member food service staff at Galen State

Hospital.

Purchase six hot food carts to transport prepared food as well as an

insulated tray system to retain heat.

Schedule two additional round trips to Galen State Hospital daily to

deliver food.

Eliminating Galen State's annual food service budget will save $866,000
while food preparation, salary and transportation costs at Warm Springs

will rise by $320,000. Thus, the annual net saving will total $546,000. In

addition, the one-time cost for equipment will amount to $52,000.
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167. Increase the employee housing rates at Warm Springs and Galen

State Hospitals.

Employees at these hospitals currently rent 87 of 1 16 housing units avail-

able from the Department of Institutions. Rents are low while discounts

are given to employees who are on call, serve as volunteer firemen, or

provide special services. While housing was initiated as a pay subsidy,

state wages are now comparable with those in private industry. Further-

more, renters have no incentive to conserve energy since the state pays

for utility costs.

The following new procedures should be exercised to ensure cost recov-

ery and reduce tensions arising from management's dual role of landlord

and employer:

D Monthly rentals should be raised to a minimum level of $75.

D Utilities should be paid by renters, with individual gas and electric

meters installed.

D Discretionary rent discounts should be eliminated except for vol-

unteer firemen. "On call" status is considered a condition of

employment.

A housing authority should be established to act as landlord.

Implementation of this recommendation will save approximately

$42,000 annually in utility costs. In addition, it will increase rental in-

come by $78,000.

168. Discontinue Galen State Hospital's alcoholism and drug treat-

ment programs.

These centers duplicate other state-supported, widely available services

throughout Montana. Some 31 treatment centers are available to alcohol-

ics, including seven that offer inpatient treatment. In addition, 10 drug

clinics are in operation. Estimates also indicate both centers operate at a

35% higher cost per patient rate than other state-funded units.

To reduce costs, Galen State Hospital's programs should be cancelled.

Other centers can provide services at lower per patient rates. Implemen-

tation will free building space for other purposes while saving an esti-

mated $539,000 annually.

169. Close the Boulder River School and Hospital.

By placing functional residents into the community, Boulder River School

and Hospital has reduced its population to a small number of the pro-

foundly retarded. As a result, facilities, equipment and staff are

underutilized. Also, the campus layout requires extensive resident

transportation.

To remedy these problems, the Boulder River School and Hospital should

be closed, some residents moved to the community, and the remaining

population transferred to Warm Springs and Galen State Hospitals where

services will not be reduced. The proposed elimination of alcohol and
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drug treatment centers will also free sufficient building space for conver-

sion into educational facilities. This one-time cost will be $200,000

while remodeled housing is estimated at $750,000. However, imple-

mentation will reduce per patient costs for an annual saving of about

$2.4-million. Also, Boulder's acute care hospital, which is on the campus

perimeter, should be leased, creating an estimated annual income of

$133,000.

170. Change food preparation schedules at Boulder River School and

Hospital.

The food service operation at this facility is overstaffed. Shift schedules,

which begin too early in the day, hinder communication between em-

ployees. As a result, preparation is uncoordinated. In addition, quality is

lost because hot food remains in delivery carts too long to retain proper

serving temperatures.

To improve food services, the staff should be reduced and a new shift

schedule implemented. The replacement schedule would delay the start-

ing time for the breakfast shift as well as provide overlap to encourage

communication. This would help establish more timely food preparation

and delivery. Implementation will eliminate three cooks for an annual

saving of $52,000.

171. Study the feasibility of converting Boulder River School into a

minimum/medium security prison.

After the Boulder River School is closed, over 60 campus buildings will

be available for alternate use. Since the state prison is overcrowded, the

state architect should study existing structures and estimate costs of con-

verting them into a minimum/medium security facility. Implementation

will reduce the cost for expanded correctional facilities as well as offset

any financial loss created by the school's closing.

172. Sell unneeded Montana Veterans Home land.

Approximately 20 to 30 acres of campus land are no longer used while an

additional 74 acres leased for farmland produces only a small amount of

revenue. Unnecessary lands should be sold after the current farm leases

expire. Sale proceeds for approximately 94 acres will produce a one-time

income of $280,000.

173. Reduce the maintenance staff at the Montana Veterans Home.

The home's maintenance activities are staffed to cover peak summer work

loads. To avoid this costly practice, one maintenance worker should be

eliminated and part-time help should be hired to meet seasonal require-

ments. Implementation of this proposal will save approximately $17,000

annually.

174. Reassign Montana Veterans Home custodial staff to the mainte-

nance supervisor.

Custodial duties are well defined and require minimal supervision. Since

the custodial supervisor's position is vacant, it should be eliminated and

the staff assigned to the maintenance supervisor. Implementation will

save $17,000 annually.
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Department of Health and

Environmental Sciences

Fiscal 1982 Budget: $22-million, including $14-million in federal funds.

Positions Authorized: 281.

Positions Filled: 249.

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor and supervises

five divisions.

The Department of Health and Environmental Sciences is responsible for

protecting and promoting public health. Duties range from maintaining

birth and death records to investigating violations of federal pollution reg-

ulations. Staff units for personnel, planning and evaluation as well as

public information report to the Office of the Director as do five divisions

and two laboratory bureaus. The Chemistry Laboratory Bureau performs a

variety of tests to assure food, air and water quality, while the Microbiolo-

gy Laboratory Bureau specializes in disease surveillance and testing for

hospitals and independent clinical laboratories.

The Central Services Division is divided into the Management Services

Bureau and Records and Statistics Bureau. The former performs account-

ing and purchasing functions, while the latter maintains vital statistics

files. A Legal Division provides counsel and support services, reviewing

all grant proposals and prosecuting civil cases. The Hospital and Medical

Facilities Division regulates health care facilities and develops new health

programs through Bureaus of Licensing and Certification, Emergency

Medical Services, and Health Planning and Resource Development. The

Environmental Sciences Division protects human health and environ-

mental quality through six bureaus: Air Quality, Food and Consumer

Safety, Occupational Health and Safety, Solid Waste Management, Sub-

division, and Water Quality. It also maintains an Environmental Condi-

tion Section to research and compile data for environmental impact state-

ments. The remaining division — Health Services — is discussed in a

separate report section.

The department has many skilled and dedicated employees. However,

morale and productivity are low. In addition, there have been three di-

rectors in five years. While the Central Services Division has initiated a

series of significant changes, improvements in monitoring the activities of

local registrars, adjustments in fees, and staff reassignments are needed.

Recommendations 175. Redefine the qualifications for the director.

Lack of management control has led to overstaffing, poor organization,

unclear objectives, and low employee morale. Historically, the director

has been a medical doctor. However, it has been difficult to attract physi-

cian candidates who also have the strong administrative skills required for

department leadership.

To strengthen overall operations, the director's qualifications should be

redefined to emphasize management training and experience. A master's
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degree in public health, public health administration, or health services

administration should be required instead of a degree in medicine. Med-
ical expertise can be provided by the physicians recommended else-

where. Operating effectiveness will improve when the director assumes a

strong administrative role.

176. Reassign the laboratory bureaus to appropriate divisions.

Although almost 90% of the chemistry laboratory's work is performed for

the Environmental Sciences Division, both laboratory bureaus report to

the director's office where they receive limited guidance and support.

Furthermore, laboratory bureau chiefs are burdened with excessive ad-

ministrative tasks. In addition, seasonal fluctuation in work load causes a

periodic testing backlog.

Several measures should be taken to improve operations in the two labo-

ratory bureaus. The Microbiology Laboratory Bureau should be re-

assigned to the Health Services Division and the Chemistry Laboratory

Bureau to the Environmental Sciences Division, with administrative du-

ties transferred to division staffs. In addition, both bureaus should train a

clerical worker to assist with elementary laboratory work during peak

periods.

Implementation will increase efficiency, placing the bureaus in divisions

where their work applies. Relieving bureau chiefs of time-consuming ad-

ministrative tasks will allow more opportunities for supervision and train-

ing, while enabling reduction of one position for an annual saving of

$20,000.

177. Reassign the legal staff to the Attorney General.

State law designates the Attorney General as legal adviser to the Depart-

ment of Health and Environmental Sciences. However, the department

employs its own staff of lawyers. This situation results in limited direction

and duplication of manpower. Accordingly, the Legal Division staff

should be reassigned to the Attorney General. Although no saving can be

claimed, a larger pool of legal talent will be available to resolve more dif-

ficult cases.

178. Improve communications between Central Services and operat-

ing divisions.

The Central Services Division sends memos to notify other divisions and

bureaus about changes in administrative procedures and policies. Since

input is not sought from departmental supervisors, confusion results.

To strengthen communications and improve interaction. Central Serv-

ices should schedule meetings with division heads and selected bureau

chiefs to seek input on proposed changes. Implementation will strength-

en the decision-making process while encouraging cooperation between

divisions.

179. Consolidate systems analysis in the Central Services Division.

Several divisions have systems analysts who work independently. This

approach produces fragmented solutions to data processing problems

69



and results in poor services as well as inflated costs. For example, li-

censes are issued and fees collected by several bureaus.

To solve this problem, responsibility for systems studies and data proc-

essing coordination should be consolidated in the Central Services Divi-

sion. Department goals and objectives should be established and com-
municated to all users, then a detailed analysis of present and proposed

data processing applications should be made. Limited resources could be

fully utilized to develop productive, cost- effective systems using the de-

partment's hardware.

implementation will result in a systems staff reduction of one analyst

while centralized billing and license issuance will eliminate three posi-

tions for a saving of $66,000. An estimated $20,000 per year can be

saved in systems design and hardware costs as well, but no benefit is

claimed.

180. Schedule biennial grant funding audits.

Financial audits of local programs operating with department funds are

the responsibility of the Management Services Bureau's internal auditor.

FHowever, these audits are performed without a regular schedule. This di-

minishes accountability and control.

To ensure proper use of funds, the auditor and bureau chief should sched-

ule audits based on dollar value, susceptibility to default, time, and loca-

tion. Each agency should be reviewed at least every two years. Imple-

mentation will reestablish control and prevent potential abuse. If audits

disclosed only a 1 % misuse of funds, the annual saving will be $29,000

in state and $7,000 in federal funds.

181. Transfer all certification and licensing activities to the Licensing

and Certification Bureau.

Licensing and certification policies and procedures are inconsistent be-

cause the three bureaus in the Hospital and Medical Facilities Division —
Licensing and Certification, Emergency Medical Services, plus Health

Planning and Resource Development — conduct separate programs. To

ensure uniformity and end duplication, the Licensing and Certification

Bureau should assume responsibility for ambulance licensing and in-

spections from Emergency Medical Services plus the Certificate of Need
program in Health Planning and Resource Development. Ambulance

inspections could be integrated with the health facility inspections now
conducted by qualified health care generalists within Licensing and Certi-

fication. Implementation of this recommendation will make better use of

the existing manpower, reduce unnecessary inspector travel time, as well

as eliminate one secretarial position for an annual saving of approximate-

ly $16,000.

182. Raise the fees to copy and search birth certificates.

The department receives over 1 7,000 annual requests to copy and certify

birth certificates. Research time and documents are provided for a mini-

mal charge which fails to recover costs. Furthermore, only one-third of

the revenue is earmarked for support of Records and Statistics Bureau

operations.
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To cover actual costs, fees for birth certificates should be increased from
$3 to $5, with search fees raised from $5 to $10 per hour. The entire
amount should be earmarked for the Records and Statistics Bureau. In-

creasing fees will produce additional annual income for the bureau
of $27,000.

183. Establish appropriate statistical program parameters.

The statistical unit in the Records and Statistics Bureau generates data for

federal reports. In addition, it performs various analyses when requested
by other state agencies. However, the appropriateness of these inquiries
has never been clearly defined. Criteria should be compiled to delineate
minimum requirements for federal government reporting and valid addi-
tional requests. Establishing appropriate parameters within the Records
and Statistics Bureau will clarify performance standards, eliminate un-
necessary work, and permit a reduction of two positions for an annual
saving of $40,000.

184. Develop a procedures manual for staff training.

The records unit in the Records and Statistics Bureau has no procedures
manual. Instead, the complex methods employed are learned through ex-
perience. Potential difficulties could arise because the small staff has a
high turnover rate.

A procedures manual should be developed and used regularly to cross
train personnel. The manual will assure an ongoing understanding of op-
erations, while cross training will allow rotation of duties, increase job
satisfaction, and improve productivity.

185. Change the processing procedure for birth certificate requests.

Approximately 70 requests for birth certificates are received weekly with
insufficient funds. When this occurs, a letter is prepared and returned
with the original request asking the sender to forward the proper amount.
The process is time consuming and inefficient.

To simplify and expedite services, the separate letter should be elimi-
nated. Requests should be processed despite the shortage. A statement
would then be attached to the certificate explaining the fee was inade-
quate and asking for the additional amount. Implementation will elimi-
nate a second mailing for a saving of $5,000 annually in supplies and
postage.

1 86. Monitor and control the effectiveness of local registrars.

The Records and Statistics Bureau appoints at least one registrar per coun-
ty to report vital statistics. While registrars are perceived as state represen-
tatives, no system exists to monitor, control or improve their work. Con-
tact is made only if complaints are received.

To increase accountability and performance, a procedural manual with
specific goals, objectives and methods should be developed for the regis-

trars. Training sessions should also be scheduled and supplemented by
visits to local offices. Implementation will clarify responsibilities and as-
sist in upgrading service.
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187. Increase license and certification fees in the Hospital and Medi-

cal Facilities Division.

Both the Licensing and Certification Bureau and the Emergency Medical

Services Bureau charge inadequate fees to recover processing costs for

the licensing and certification programs. Legislation should be enacted

empowering the department to increase fees to achieve cost recovery. Im-

plementation will eliminate current annual shortfalls with income to-

taling $144,000.

1 88. Charge fees for microbiology laboratory services.

Unlike the Chemistry Laboratory Bureau which charges for its services to

recover costs, the Microbiology Laboratory Bureau performs time-con-

suming tests and procedures but has few fees. For example, no charges

are assessed to offset the $1 2,000 spent annually to certify drinking water

laboratories. Therefore, a fee schedule based on recovery of costs should

be developed for all tests and certifications, with monies sent to the Cen-

tral Services Division for processing. State agencies utilizing lab services

would pay the fees as well. Implementation will provide money needed

to update equipment and facilities by producing an annual income of

$350,000.

189. Eliminate authorized but unnecessary positions in the Environ-

mental Sciences Division.

While over 1 2 vacancies exist in this division, programs operate smoothly

and efficiently. Therefore, one authorized vacant position in Food and

Consumer Safety; one in Solid Waste Management; two in Occupational

Health and Safety; five in Water Quality; and three full- plus one half-

time vacancies in Air Quality should be formally eliminated. Implemen-

tation will place emphasis on establishing work load priorities while pre-

venting filling these positions should federal funding become available.

Health Services Division

This division provides statewide public health activities with over 94% of

the $n.6-million fiscal 1982 budget federally funded. The FHealth Serv-

ices Division Administrator as well as two bureau chiefs are physicians.

Although seven positions are vacant, 66 are authorized for work in the

fields of maternal and c hild health, dental health, and preventive health.

The Maternal and Child Health Bureau offers services to children and ex-

pectant mothers as well as provides programs in family planning, public

health nursing, treatment for handicapped children, and nutrition. The

Dental Bureau operates preventive dental health programs while the Pre-

ventive Health Service Bureau helps control both communicable and

chronic diseases.

Many of the division's personnel are dedicated and skilled. However, fed-

eral program expansion during the early 1970s encouraged overstaffing.

Furthermore, a lack of supervision and fragmented organization have

generated low employee morale.
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PRESENT ORGANIZATION
HEALTH SERVICES DIVISION

MATERNAL AND
CHILD HEALTH

BUREAU

. Maternal and Child Health

. Handicapped Children

Services

, Family Planning

. Women, Infant and
Children Nutrition

.Child Care Food

Nursing

HEALTH SERVICES
DIVISION

DENTAL HEALTH
BUREAU

, Fluoridation

. Education

. Community Surveys

- Demonstration

, Preventive

PREVENTIVE
HEALTH BUREAU

. Communicable Disease

. Chronic Disease

Recommendations 190. Reorganize the Health services Division.

As illustrated by the chart shown above, 13 sections report to the divi-

sion's three bureaus. This has led to functional overlap and confusion.

The result is an overstaffed division with low morale. To increase pro-

ductivity, bureau functions should be consolidated and aligned as

shown below:

In the Maternal and Child Health Bureau, the Child Care Food Pro-

gram, and the Women, Infant and Children Nutrition Program should

merge into a new Nutrition Section while the Family Planning Pro-

gram should be combined with the Maternal and Child hiealth

Section.

n The Dental FHealth Bureau should be eliminated, with functions con-

solidated in a new Dental FHealth Section under the Preventive Health

Bureau.

A Regional Section would be formed to assist both bureaus, as ex-

plained in a subsequent recommendation.

To strengthen overall management, a non-physician should be appointed

Health Services Division Administrator. In addition, each program should

PROPOSED ORGANIZATION
HEALTH SERVICES DIVISION

MATERNAL AND
CHILD HEALTH

BUREAU

. Maternal and Child Health

, Handicapped Children

Services

. Nutrition

. Nursing

HEALTH SERVICES
DIVISION

REGIONAL
SECTION

PREVENTIVE
HEALTH
BUREAU

. Communicable Disease

. Chronic Disease

. Dental Health
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have a designated program director, while a physician consultant should

provide medical advice to all functional units. Implementation will in-

clude creation ot a pool for required clerical support. This realignment

will enable reduction of 25 full-time and one half-time positions for an es-

timated saving of $555,000 annually. In addition, supervisory and func-

tional responsibilities throughout the division will be better defined.

191. Establish three regional service centers.

Because local health departments are located in the larger population

centers, many small towns and rural areas have no direct contact with

public health services. In addition, existing local agencies lack the edu-

cational materials and human resources required to coordinate imple-

mentation of state and federal health programs.

To extend health services while improving program coordination, a Re-

gional Section consisting of a consulting public health nurse and nutri-

tionist should be assigned to proposed center offices in Missoula, Billings

and Helena. Section teams in each area would assist Maternal and Child

Health plus Preventive Health Bureaus in coordinating state and federal

health programs in the population centers. They would also provide train-

ing and educational opportunities to regional health workers. In addition,

these teams would travel to small towns and rural areas to offer available

services, thus becoming the communication link between local and state

agencies. Based on staffing already budgeted, added costs will be ap-

proximately $20,000 annually for office operations.

192. Consolidate the office space assigned to two bureaus.

At present, the Preventive Health Bureau and the Maternal and Child

Health Bureau are in separate wings of the Department of Health and En-

vironmental Sciences building. Bureau size does not warrant the allo-

cated office space. Preventive Health should share the space assigned to

Maternal and Child Health. Consolidation will eliminate waste and allow

other agencies currently paying commercial rent to use this area.
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Department of Natural

Resources and Conservation

Fiscal 1982 Budget: $22-million, including $4. 3-million in federal funds.

Positions Authorized: 312.

Positions Filled: 263

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor but is advised

by the Board of Natural Resources and Conserva-

tion. Four administrative units and five divisions

are supervised by the director.

This department develops, manages and regulates Montana's natural re-

sources. Water use, land management, energy generation plus oil and

gas extraction are regulated through a wide range of programs. The

seven-member Board of Natural Resources and Conservation advises the

director and has final authority in such areas as conservation district

boundaries, water reservation system regulations, floodplain develop-

ment, and energy plant certifications.

The director supervises Administrative, Legal, Personnel/Training, and

Public Information/Citizen Participation Units plus a Special Staff Unit re-

sponsible for interdepartmental and interdivisional program and planning

coordination. Five divisions also report to the director. Centralized Serv-

ices provides managerial and administrative support through budgeting,

accounting, purchasing, data processing, payroll and technical writing

activities. The remaining four divisions— Energy, Conservation Districts,

Water Resources, plus Oil and Gas Conservation — are discussed in sub-

sequent report sections.

The department has a qualified and dedicated staff who fulfill mandated

missions effectively. However, communication problems have resulted in

fragmented areas of responsibility and underutilization of staff resources

while information functions are currently divided between the director's

staff and the Energy Division. Several grant and loan programs in the En-

ergy, Water Resources, and Conservation Districts Divisions are adminis-

tered without uniform methods. Also, human resource activities should

be improved and some organizational realignments are possible.

Recommendations 193. improve human resource management.

Some department job descriptions are outdated because of reorganiza-

tions and reassignments. The inaccuracies can cause duplication of ef-

fort, unclear lines of responsibility, and incorrect classification of jobs.

Furthermore, no employee appraisal system is used and training pro-

grams are not formalized. In addition, the role of the department's

Personnel/Training Unit is not clearly defined.

To strengthen human resource management, the mission of the

Personnel/Training Unit should be clarified and specific responsibilities

assigned. These should include maintaining accurate job descriptions.
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implementing an employee appraisal system modified tor department

use, and establishing a structured training program. When implemented,

accurate job descriptions will clarity reporting relationships and properly

classify jobs. A performance appraisal system based on related job de-

scriptions will improve management decisions concerning employees

while improved training will help develop managerial skills.

194. Consolidate public information functions.

All releases of information to newspapers, magazines, special publica-

tions and radio and television stations are to be made through the infor-

mation officer in the Public Information/Citizen Participation Unit.

However, the Energy Division through the Renewable Resources and

Conservation Bureau has a public information group. This may result in

duplication of effort and the possibility of conflicting information.

To control costs and avoid embarrassment, all information functions

should be combined in the Public Information/Citizen Participation Unit

of the director's office. Through consolidation, the audiovisual specialist

position can be eliminated to provide an annual saving of $15,000 in

state and $12,000 in federal funds.

195. Eliminate the Special Staff Unit.

This unit was established to serve as a technical resource for the director

and the divisions. Over the last several years, technical expertise at the

divisional level has increased so the need for such assistance has

diminished.

Since this unit currently has no line assignments and few special projects,

it should be eliminated and duties reassigned to the divisions. This will

provide an annual saving of $77,000 in state and $5,000 in federal funds.

196. Reorganize the Centralized Services Division.

Supervision in this division is fragmented because the Fiscal and Data

Processing Bureaus report to the administrator while the Cartographies

and Publications Bureaus are directed by the assistant. Furthermore, the

functions of the latter two overlap significantly. In addition, the adminis-

trator supervises too many routine staff functions.

To streamline operations, the following changes should be made:

Eliminate the position of assistant administrator.

Create an administrative unit headed by a proposed loan and grant

officer. This would remove direct supervision of the secretarial pool,

research center and pilot from the administrator.

Move purchasing and travel coordination functions from the adminis-

trator's office to the Fiscal Bureau where support is already pro\idcd.

Consolidate the Publications and Cartographies Bureaus.

Implementation will eliminate the assistant administrator and bureau

chief positions for an annual saving of $54,000 in state and $3,000 in fed-
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eral funds. However, the loan and grant officer's annual salary will re-

quire $29,000 in state and $2,000 in federal funds.

197. Centralize the financial administration of loan and grant

programs.

Currently, six individual loan or grant progranns are administered by the

department. Each is planned and monitored separately, resulting in dupli-

cation of effort and lack of uniformity and coordination. The administra-

tion of all financial programs should be consolidated under a loan and
grant officer in the Centralized Services Division. Duties would involve

negotiating with appropriate financial institutions for loan and grant man-
agement including the servicing of transactions on an ongoing basis.

By retaining its own loan and grant evaluator, each division could contin-

ue awarding funds without incurring long-term administrative responsi-

bilities. While another recommendation funds the new position, four po-
sitions in the Water Resources and Energy Divisions could be eliminated
for an annual saving of $48,000 in state and $43,000 in federal funds.

198. Modify the renewable alternative energy program.

The Energy Division provides grants from coal severance tax revenues for

various renewable energy demonstration projects including subsidies for

private homes. While program goals and objectives were not firmly es-

tablished and performance was not well monitored or publicized prior to

1981, the present administration is attempting to correct this problem.
Nevertheless, continuing to award grants is a questionable practice.

By replacing grants with loans from a revolving fund, a five to eight year
timetable could be established to eliminate the use of coal severance tax

revenues. Loans should be made available at a reduced interest rate to

provide necessary incentives. In addition, the division's staff should de-
termine the technical feasibility of various projects and avoid activities

which are being conducted elsewhere. When the transition is completed,
the $2-million annual coal severance tax contribution to this program
would not be necessary. Yearly interest income based on a rate of 10%
will be $200,000.

Energy Division

This division performs a variety of environmental reviews, studies and
analyses required by the Montana Facility Siting Act (MFSA) and the
Montana Environment Policy Act (MEPA). It also encourages energy con-
servation and technological development. A staff of 39 reports to the ad-
ministrator. The division's fiscal 1 982 budget was $5.6-million, including
$1.6-million in federal funds.

The administrator's office includes an assistant and a clerical staff of sev-

en. The Energy Division has the following three bureaus:

Facility Siting - Works with the Planning and Analysis Bureau to

produce environmental impact statements for proposed energy-
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generating or conversion facilities which are regulated by MFSA or

MEPA. With a staff of 1 1 , funding is derived partially from applicant

filing fees for environmental impact statements.

Conservation and Renewable Energy - Promotes energy conservation

and renewable energy technologies. With a staff of 15, it consists of

the Grant and Loan Administration Section, which administers sever-

al federal and state grant and loan programs; the Energy Information

Section, which gathers energy data from some 2,500 state-owned

and state-leased buildings as well as produces and disseminates ener-

gy conservation information; and the Technical Support Section,

which provides advice and analytical support to the other two

sections.

n Planning and Analysis - Investigates and analyzes new developments

in energy. Its staff of seven provides the division with policy analysis,

energy planning, and energy data collection.

The administrator is aided in carrying out the division's mission by a staff

of well-trained professionals. However, the present organization structure

is characterized by unclear lines of responsibility resulting in fragmented

operations and poor communications.

Recommendations 199. Restructure planning and analysis activities.

The Energy Division administers two major functional areas — enforce-

ment of provisions of MFSA and MEPA, plus advocacy for conservation

and renewable energy programs. Functions in the Planning and Analysis

Bureau overlap these areas, creating redundant responsibilities and in-

consistent results. Therefore, this bureau should be eliminated and its

functions distributed as follows:

D Merge the development of MFSA and MEPA "Needs Analysis and

Alternative Analysis" activities into the Facility Siting Bureau to as-

sure integration and improve coordination.

Combine the Petroleum Conservation and Sustainable Energy Ad-

ministration programs with the Conservation and Renewable Energy

Bureau.

Establish a Technical Support Unit reporting to the administrator.

These actions will eliminate one bureau chief position and increase effi-

ciency, providing an annual saving of $26,000 in state plus $7,000 in

federal funds.

200. Assign project management duties to an interdisciplinary team.

The Facility Siting Bureau must respond quickly when an application to

build a facility is received. However, the uncertain timing of applications

makes management of this process difficult. Since new employees are

hired for each project, there is no incentive to complete work on time,

perform preplanning, and avoid frequent start-up delays. Furthermore,

poor continuity exists between projects while a lack of managerial con-

trol and weak integration of project components also slows progress.
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To solve these problems, the Facility Siting Bureau should organize an

interdisciplinary team responsible for each MFSA application. One of the

team members should be named project manager. Project specialists

would be hired only after issues and work areas are defined, implementa-

tion will improve management control of projects, assure continuity from

one project to another, as well as expedite the environmental impact

statement process through improved planning and resource utilization.

Furthermore, a potential cost reduction of $1 01 ,000 could be attained by

reducing the time required to complete the environmental impact state-

ment, but is not claimed.

201. Assign responsibility for records management.

Currently, no one has responsibility for records management in the Facili-

ty Siting Bureau. Slides, maps, reference materials and documentation of

previous environmental impact studies are not systematically cataloged.

This results in wasted time, inefficient use of resource material, duplica-

tion of effort, and lack of project continuity. Therefore, records manage-

ment should be assigned to the research specialist in the proposed Tech-

nical Support Unit. This employee would catalog and organize maps,

establish and maintain a slide file, set up a master file of reference materi-

al, and maintain project files. After files are organized, their maintenance

should be assumed by the Centralized Services Division's librarian.

implementation will improve information retrieval, provide continuity,

and reduce time involved in research. An annual saving of $10,000 will

be realized through the elimination of one position.

202. Reorganize the Conservation and Renewable Energy Bureau.

Bureau personnel are not fully utilized. Furthermore, planned reductions

in federal funding will aggravate this situation. Prior recommendations

suggest centralizing the financial administration of all loan and grant pro-

grams in outside financial institutions and consolidating functions previ-

ously performed by the Planning and Analysis Bureau into the Facility

Siting and Conservation and Renewable Energy Bureaus. When accom-

plished, the Conservation and Renewable Energy Bureau should be con-

solidated as follows:

Assign the former grant and loan section manager to the Technical

Section as its permanent administrator. This will effectively eliminate

the Grant and Loan Administration Section as an entity.

Retain one administrative assistant from the Grant and Loan Adminis-

tration Section to support the Technical Section manager.

Consolidate the program manager functions for local government

and residence conservation service into one position.

Combine state energy consumption and petroleum monitoring under

the research specialist position.

implementation will improve functional alignment and provide better

staff utilization. An annual saving of about $72,000 will be attained

through a staff reduction of three. Of this, $40,000 will be state and

$32,000 will be federal funds.
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Conservation Districts Division

This division provides supervision, assistance and coordination to the

state's 59 local conservation districts in developing and implementing

plans for proper management of land, water and other natural resources.

Its fiscal 1982 budget of $900,000 included $68,000 in federal funds.

The staff of three is headed by an administrator. The seven-member Re-

source Conservation Advisory Council, appointed by the Governor,

serves as advisor.

As part of its function, the Conservation Districts Division supervises lo-

cal soil conservation projects and long-range plan development, fur-

nishes legal support, coordinates state and local agency efforts, and

administers loan and grant programs. In addition, it coordinates the

rangeland management program.

The Conservation Districts Division is successfulK fulfilling its statutory

mandate to supervise and advise local conservation districts. However,

legal requirements make this mission difficult. Also, the rangeland im-

provement loan program is the only source of renewable resource funds

derived from the coal severance tax. At present, the interest rate charged

is too low to keep pace with inflation.

Recommendations 203. Amend the procedure to change conservation district

boundaries.

Conservation districts are considered subdivisions of the state and are

funded by a maximum of a 1 .5-mill county tax. Any change to an area in

a district must be approved by the Board of Natural Resources and Con-

servation or by public referendum. Under current statutes, this may be re-

quested by as few as 10 people in the district. The referendum process is

expensive and must be financed by the department.

To eliminate nuisance filings, the statute should be amended to require

15% of the eligible voters to sign a petition before a referendum is author-

ized. This will ensure that referendum calls reflect the desires of the local

community. Implementation will also provide better utilization of man-

power. The time required and expenses incurred during the referendum

process can be spent on other more meaningful projects.

204. Increase rangeland improvement loan interest rates.

Currently, the division administers a 10-year loan program with a maxi-

mum of $20,000 at 2% interest for improvement of rangeland in Monta-

na. This has been funded from a portion of the Coal Severance Tax Re-

newable Resource Development Fund (RRD). While the program is

important, the 2% interest rate is not keeping pace with inflation and is

decreasing the fund base in the renewable resource trust account. There-

fore, a self-sustaining loan program for rangeland improvement should be

established by the department through the Board of Natural Resources

and Conservation. Monies from the RRD fund should be appropriated for

three more biennium periods to form a loan pool. Then, loans would be

repaid to an earmarked revenue account so the fund would be self-

sustaining. To offset inflation, the interest rate should be raised to 10%.
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Implementation will establish a long-term program dedicated to the im-

provement of natural resources important to all of Montana. Increasing

the interest rate will provide additional annual income of approximate-

ly $84,000.

Water Resources Division

This division regulates and apportions existing water and encourages

conservation to assure adequate future supplies. With a fiscal 1982 oper-

ating budget of $13-million including $2.3-million in federal funds, an

authorized staff of 168 reports to the administrator. The Water Resources

Division has four bureaus each headed by a chief:

Water Rights - Records existing water rights, apportions water to new

users, adjudicates disputes on priorities or the validity of water

claims, and regulates well drilling or diversion of ground water.

n Water Management - Develops data on the adequacy of water to

meet future agricultural, industrial and personal needs as well as ne-

gotiates with other states and Canada to protect Montana's rights to

water sources external to the state.

Engineering - Supervises 45 state-owned water projects, many of

which are operated and maintained by users under water purchase

contracts.

Water Development - Provides technical assistance on proposed wa-

ter projects as well as approves and administers a loan and grant pro-

gram for the development of new projects.

This division is ably managed and is fulfilling its mandate effectively.

However, some lines of responsibility are unclear. Improved communica-

tions could eliminate duplication in the water rights recording process. In

addition, adjudication costs for public hearings should not be paid from

the General Fund.

Recommendations 205. Restructure the Water Resources Division.

Overlapping functions have created overstaffing. For example, the budget

and personnel responsibilities of the assistant administrator are dupli-

cated by the Centralized Services Division. In addition, separate bureaus

conduct field inspections, promote water development, provfde techni-

cal services, and work with conservation districts. The following

changes should be implemented to consolidate activities and increase

productivity:

Eliminate the Water Development Bureau. Another recommendation

significantly reduces the bureau's work load. Project Development

duties should be transferred to the Technical Services Section of the

Water Management Bureau. Implementation will reduce the current

staff by three.



Transfer the assistant adnninistrator's budget and personnel responsi-

bilities to the Centralized Services Division, then eliminate this

position.

Realign bureau functions to consolidate conservation programs,

technical services and field inspections. In addition, all bureau sec-

tions should be retitled to better describe functions.

D Eliminate positions at the Daly Ditches project. This operation has

been sold. When the transfer is complete, five full-time and one part-

time positions should not be reassigned.

Eliminate the data management program manager position in the

Technical Services Section of the Water Management Bureau when
federal funding ends.

Implementation will reduce division staffing by 10 full-time and one part-

time positions for an annual saving of $213,000.

206. Eliminate the recording of water rights in county court houses.

The annual recording of over 6,000 water permits and certificates is du-

plicated by the state and county. The Water Resources Division records

all water rights, then pays counties to retain the same information. Data

are rarely retrieved from county files because similar technical facts are

maintained in Helena and affiliated field offices. This redundant process

is costly and increases the time needed to obtain permits by about three

weeks. Furthermore, approximately 250,000 pre-1973 water right claims

are scheduled to be recorded during the next 10 years at additional state

expense.

To avoid duplication and streamline the application process, county re-

cording of water rights should be eliminated. Implementation will save

$21 ,000 in filing fees plus eliminate one clerk position at the state level

for an additional $14,000 — an annual combined benefit of $35,000. A
one-time saving of $875,000 will also be achieved by removing the need

to record pre-1973 claims.

207. Charge the losing party for water rights' adjudication costs.

Filing fees for new water apportionments fund only 10% of program

costs. Present expenditures total about $1 .

1 -million annually and much
of this amount is court-related. Bureau personnel act as mediators at

about 300 annual public hearings costing at least $1,000 per case.

The cost of contested property rights should not be borne by the state. In-

stead, the losing party should be charged lor state services. Implementa-

tion will generate $200,000 in increased income annually. It will also

help minimize the introduction of minor objections, thus reducing the

caseload so the technical staff can concentrate on other matters.

208. Consolidate water permit, regulation and enforcement activities.

At the present time, similar but complementary activities take place in

both the Department of Natural Resources and Conservation (DNRC) and

the Department of Health and Environmental Sciences (DHES). These ac-
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tivities include water testing, engineering, permit issuing and enforce-

ment. The fundamental difference is on emphasis— DHES stresses water

quality and DNRC, water quantity.

To eliminate duplicated facilities and personnel, the Water Quality Bu-

reau in the DHES should be merged into the Water Rights Bureau in the

DNRC to form a single entity. Further consolidation should take place

within this new organization. Implementation will permit the reduction of

28 positions, 18 of which are currently vacant, for an annual saving of

$315,000.

Oil and Gas Conservation Division

The primary mission of this division is to control the development of oil

and gas resources in Montana. With 20 employees, its fiscal 1 982 budget

was $735,000. While the division is attached to the Department of Natu-

ral Resources and Conservation for administrative purposes, it is actually

directed by the seven-member Board of Oil and Gas Conservation. Func-

tions of the board include establishing field operating rules, approving

permits for special drilling and recovery programs, adjudicating land-

owner complaints, and reviewing natural gas charges under the Natural

Gas Policy Act.

Offices of the division are located in Helena, Billings and Shelby. Addi-

tional support is provided by the department's Centralized Services Divi-

sion for statistical reports and tax collection. The staff in Helena processes

monthly production data submitted from operators within the state, col-

lects the producer's conservation tax, and bonds operators to ensure

proper plugging and restoration when well sites are abandoned. Facilities

in Billings accommodate the administrator and his technical and clerical

staff. As one of two district offices, Billings is responsible for field inspec-

tions in the eastern and south central regions of Montana while Shelby is

accountable for inspections in the western and north central regions of

the state.

General operations are fragmented or duplicated because functions are

performed at multiple offices. Data processing for present records man-

agement and information services are non-existent while the present fee

structure for drilling permits does not reflect associated costs. The pro-

ducer's conservation tax, which is collected by the Centralized Services

Division, is computed from the same base used by the Department of

Revenue to calculate and collect the oil and gas severance tax and the re-

source indemnity trust tax. Furthermore, the division does not have an

audit staff to enforce collection.

Recommendations 209. Merge the Helena activities into the Billings office.

Division operations are not concentrated in one location. Permit and in-

spection functions are directed from Billings while bonding and coordi-

nation of board activities are done from Helena. However, board meet-

ings and hearings are usually conducted in Billings while the
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administrative assistant in Helena acts as its executive secretary. Most sta-

tistical production information generated in Helena is compiled in Bill-

ings. Similar production data, land survey maps, well permit ledgers, re-

sults ot board meetings, and gas pricing intormation are maintained in

both locations. This fragmented structure is not cost effective.

To solve these problems, operations should be combined in one office at

Billings. The existing facility in Billings has sufficient space to accommo-
date the required Helena personnel. This would establish a single divi-

sion contact point for industry and government. A one-time cost to relo-

cate and remodel is estimated at $5,000. However, annual expenses for

travel, lodging, telephone, records management, supplies and rent can

be reduced by at least $3,500 per year. Consolidation of activities relat-

ing to maintaining maps and permit ledgers, producing statistical re-

ports, typing and filing will permit the elimination of one position to save

$15,500 annually. Thus, the annual saving will total $19,000.

210. Implement automated records management and reporting

systems.

Presently, all records are retained in paper files. Much of the information

is processed manually for statistical reports. Thus, compilation time is ex-

cessive. Also, file storage is expensive and limited.

The Centralized Services Division plans to implement some automated

systems in the Oil and Gas Conservation Division. These should be ex-

panded to include batch processing for production data. Reports could

be delivered via printer and terminal facilities which are planned for Bill-

ings. Implementation will eliminate two statistician positions from the

Centralized Services Division, providing an annual saving of approxi-

mately $34,000. The annual cost of the automated systems will be

$15,000 while one-time development cost is projected at about $25,000.

21

1

. Have the Department of Revenue administer the producer's con-

servation tax.

This tax is collected and processed by the Centralized Services Division.

The function is largely manual and no field audit is performed. Because

several taxes use production data as a base, records are duplicated in oth-

er locations.

To eliminate redundant efforts, the Department of Revenue should be des-

ignated as administrator and collector of the producer's conservation tax.

Existing forms should be consolidated and corresponding filmg dates set

for the producer's conservation, oil and gas severance, and the resource

indemnity trust taxes. With the exception of a one-time implementation

cost of $3,000 for conversion, the existing collection, processing, deposit

and audit system employed by the Department of Revenue should be ade-

quate. Implementation will eliminate one position in the Centralized

Services Division and generate an annual saving of $21,000.

212. Eliminate the drilling permit fee.

Costs ot drilling permits do not recover inspection program expenses.

Also, the collection process generates a mass of paperwork for govern-

ment and industry. To avoid this situation, the state should eliminate the
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fee for drilling permits and adjust the producer's conservation tax rate to

compensate for the difference. Implementation will eliminate the burden
of processing, collecting and transferring fees, reduce paper flow, simpli-

fy accounting functions, and place all income administration under the

control of the Department of Revenue.

Department of Fish, Wildlife

and Parks

Fiscal 1982 Budget: $18-miliion, including $5. 2-million in federal funds.

Positions Authorized: 480.

Positions Filled: 405.

Chief Operating Officer: Director.

Reporting Structure: The Fish and Game Commission and the Outfitters

Advisory Council provide guidance to the director,

who reports to the Governor while administering

seven divisions and seven regional supervisors.

This department protects the state's fish and wildlife while preserving

scenic, historic and recreational resources. The director receives gui-

dance from both the Fish and Game Commission and the Outfitters Ad-
visory Council. The former establishes wildlife and fishing policies and
regulations, reviews department budget proposals, and approves con-

struction projects. The latter helps the department set rules and licensing

standards for over 1 ,200 outfitters and professional guides in Montana.

Seven regional supervisors oversee field operations and implement pro-

grams developed by the following seven divisions;

Fisheries - Regulates fishing and preserves fish habitats.

n Wildlife - Protects wild animals, establishes hunting regulations, and
maintains 275,000 acres of wildlife areas.

Parks - Conserves and maintains Montana's recreational, historical,

archaelogical and scientific resources.

Ecological Services - Protects the natural environment in rapidly de-

veloping areas, by ensuring compliance with state and federal envi-

ronmental regulations.

Enforcement - Ensures compliance with state and federal regulations

pertaining to fish, wildlife and park usage. This division also investi-

gates recreational accident and damage reports as well as administers

safety education programs.

Conservation Education - Coordinates public relations, produces

publications and audiovisual materials, plus maintains a film lending

library.
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Centralized Services - Provides administrative support, accounting,

purchasing, licensing and similar functions.

The department enjoys strong management. However, fragmented line

and staff relationships have generated a separation between field and di-

vision employees. Clear goals have not been formulated while employee

training and appraisal programs are deficient. In addition, this agency's

vehicle fleet is underutilized and many license fees are insufficient to re-

cover costs.

Recommendations 213. Reorganize the Department of Fish, Wildlife and Parks.

The present organization illustrated directly below has a complex struc-

ture and fragmented lines of authority. Responsibilities are divided be-

tween two positions of equal importance — the Associate Director and

Deputy Director. The former supervises Administrators of Ecological

Services, Fisheries, Wildlife, and Parks Divisions while the latter oversees

the Legal Counsel plus Administrators of Conservation Education, En-

forcement, and Centralized Services Divisions. However, they share re-

sponsibility for directing seven Regional Supervisors. This dilutes any di-

rect authority and creates potential tensions if incumbents fail to agree on

procedures.

In addition, several divisions have duplicate functions. For example, field

biologists perform the same monitoring services for different groups.

Also, a habitat preservation coordinator in the Fisheries Division has par-

allel duties to the Habitat Protection Bureau Chief in Ecological Services.

Similarly, some tasks of water resource personnel in the Ecological Serv-

ices Division overlap those of the Department of Health and Environmen-

tal Sciences.

The proposed reorganization chart depicted to the right is designed to

correct these deficiencies. Implementation would require the following

changes:

PRESENT ORGANIZATION
DEPARTMENT OF FISH,

WILDLIFE AND PARKS

DIRECTOR.
DEPARTMENT OF
FISH. WILDLIFE
AND PARKS



PROPOSED ORGANIZATION
DEPARTMENT OF FISH,

WILDLIFE AND PARKS

DIRECTOR,
DEPARTMENT OF
FISH. WILDLIFE
AND PARKS

ADMINISTRATOR,
RESEARCH/

PLANNING AND
SPECIAL PROJECTS

DIVISION

ADMINISTRATOR,
FISHERIES
DIVISION

ADMINISTRATOR,
WILDLIFE
DIVISION

DEPUTY
DIRECTOR

ADMINISTRATOR,
PARKS

DIVISION

LEGAL
COUNSEL

REGIONAL
MANAGERS

ADMINISTRATOR,
ENFORCEMENT

DIVISION

ADMINISTRATOR,
INFORMATION
SERVICES
DIVISION

ADMINISTRATOR,
CENTRALIZED
SERVICES
DIVISION

Eliminate the Associate Director.

D Restructure the Ecological Services Division into a Research/Planning

and Special Projects Division and have the Division Administrator

report to the Director. This group should absorb all research, plan-

ning, project development and data base management functions

performed by the department. Also, habitat preservation activities

should be assigned to this division exclusively and current water re-

source personnel in Ecological Services eliminated.

Reassign Administrators of the Fisheries and Wildlife Divisions to the

Director, then transfer the Legal Counsel from the Deputy Director's

supervision to the Director's.

Create an Information Services Division from personnel in the current

Conservation Education Division and have the new Division Admin-

istrator report to the Director.

D Transfer reporting responsibility of the Administrator, Parks Division

to the Deputy Director.

Assign the seven Regional Supervisors, retitled as Regional Manag-

ers, to the Deputy Director. The Deputy Director would also retain

authority over the Administrators of the Enforcement and Centralized

Services Divisions.

Implementation of this recommendation will clarify reporting responsi-

bilities within the department, end duplication of effort, and eliminate a

total of 17 positions providing an annual saving of approximately

$461,000.

214. Develop a comprehensive department planning process.

Lack of department-wide planning has resulted in several problems. Field

operators function autonomously, establishing their own goals and pri-

orities because program objectives are unclear while costs and results

are seldom monitored. Also, communication between divisions is

inconsistent.
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To correct these deficiencies, the proposed Research/Planning and Spe-

cial Projects Division should create a comprehensive plan tor the depart-

ment. Two experienced planners in the Fisheries and Wildlife Divisions

should be transferred to Helena for this assignment. Plan development

would require four stages. First, surveys should be conducted to deter-

mine what is being done in each division and region. Next, long term

goals and priorities should be developed by the director, deputv director

and division administrators based on regional input. Third, an operating

plan should be documented on the total program. Finallv, an evalution

system should be devised to monitor annual progress.

Implementation will result in a one-time cost of $4,000 for relocation.

However, a comprehensive plan will improve decision making, ensure

efficient use of funds, and enhance management control.

215. Establish fish pond and game farm license fees.

Currently, the Enforcement Division issues approximately 400 private

and commercial fish pond and game farm licenses at no charge. Howev-

er, required inspections and clerical work are time consuming and expen-

sive. To ensure adequate cost recovery, the followmg fees should be es-

tablished: $100 registration for new commercial fish ponds or game

farms; $25 annual license for established commercial fish ponds or game

farms; $25 one-time registration for new private fish ponds; and $10 re-

registration for anv private or commercial fish pond ownership change.

Implementation will generate annual income of approximately $1 2,000.

216. Increase hunting and fishing license fees.

The current fee structure is inadequate because the demands for recrea-

tion facilities and their costs have increased. Major repair projects are

also anticipated. A new fee schedule should be implemented for hunting

and fishing licenses. Implementation will enable current service levels to

be maintained and needed construction or repairs made by generating

additional annual income of $3.i-million.

217. Revise resident license fee discounts.

State bird hunting and fishing licenses are free for senior citizens. Also,

residents 16 years old and younger are not required to buy fishing li-

censes. Since both these groups represent primary users, these practices

are uneconomical.

Fees should be increased to more fairly support the state's recreational

programs. Senior citizens should be charged $6 for fishing licenses, $4

for upland game bird licenses, and $8 and $16 for deer "A" and elk tags

respectively. Youth over 12 should purchase a $6 fishing and $2 conser-

vation license. Also, youth deer and elk tags should be raised from $2 to

$5. Implementation will increase income by $550,000 annually without

imposing a hardshif).

218. Charge interest on overdue license dealer balances.

Approximately 20 license dealers' payments are past due 30 days at any

time. The average outstanding balance is $25,000. Since the state loses

interest income on this money, accounts overdue by more than 30 days
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should be charged interest at the annual rate for existing consumer credit.

Also, interest for late charges should be added to monthly statements and

license authority discontinued if payments are not remitted within 60

days. Assuming dealers will pay on time to avoid penalties, implementa-

tion of this proposal will generate an additional annual interest income of

approximately $3,000.

219. Change big game license procedures.

Montana receives approximately 145,000 big game license applications

annually. Each includes a drawing fee and license payment. Approxi-

mately $1 .5-million in fees must be processed in the 12 weeks between

application distribution and the drawing, so 18 additional workers and

five computer terminals are required temporarily. Map and rule distribu-

tion is complicated, applicants have little time to submit forms, and out-

fitters have difficulty establishing hunting schedules. Also, drawing losers

must be sent refunds.

To simplify operations, a six-month drawing process should be substi-

tuted. Game quotas should be established in January and adjusted, if nec-

essary, after the spring counts. Map and rule distribution would begin in

February with the application deadline set in May. Also, only drawing

fees would accompany applications. Successful applicants would be

billed for license fees, eliminating the need to mail refunds. In addition,

the drawing should be held one month sooner to help outfitters schedule

hunts and allow time for any necessary redrawings. Implementation will

end the need for 1 temporary workers and two computer terminals for an

annual saving of $42,000.

220. Change the engineering requirement for construction projects.

Currently, the department must consult a private architectural or engi-

neering firm on construction projects where estimated costs are more

than $25,000. However, Parks Division personnel are capable of provid-

ing services for some projects of this magnitude. Therefore, the minimum

estimate for consulting activities should be increased to $100,000 while

the director should retain the right to request outside help for special

problems.

Implementation will require one additional engineer and a part-time

clerk for an annual cost of $36,000. However, approximately $88,000 in

professional fees will be saved yearly.

221. Improve communications.

A weak public relations program has generated criticism and a negative

image for the department. Also, a lack of internal communication has di-

vided division and regional staffs, creating misunderstanding.

The following techniques should be employed to improve external and

internal communication:

Improve policy and program understanding by holding weekly inter-

division staff meetings at the state and regional levels, quarterly ses-

sions between division and regional supervisors, and quarterly visits

by the director or deputy to field operations.
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D Direct the proposed Information Services Division Administrator to

establish a statewide public information program directed at the local

level. Regional information officers should submit quarterly reports

listing scheduled contacts with schools and conservation or sports-

man's groups.

D Require regional information officers to have a background in wild-

life management plus strong communication and interpersonal skills.

Implementation will strengthen the department's public image while en-

couraging internal understanding and cooperation.

222. Increase subscription rates to Montana Outdoors.

The Conservation Education Division's magazine Montana Outdoors is a

valuable public relations instrument. However, rapidly rising printing

costs have produced a 40% operating shortfall. Since the publication op-

erates with a minimal staff, the subscription rate should be increased from

$5 to $8 and single issue prices from $1 to $1 .50. Implementation v\ill

generate additional income of $120,000 annually.

223. Encourage Montana Outdoors to attract new subscribers.

Due to budget problems, Montana Outdoors has not conducted a promo-

tional campaign for three years. However, industry experience indicates

that renewal rates without promotion incentive average only 60%. There-

fore, $40,000 should be allocated annually for two advertising cam-

paigns per year. In addition, calendars should be offered annually as a re-

newal gift at an additional cost of $10,000. This program should maintain

current circulation as well as attract 10,000 new subscribers each year.

Therefore, first year added income will be $80,000 and will increase pro-

portionately thereafter.

224. Sell artwork on a commission basis.

Budget problems and resultant staff reductions have limited Montana

Outdoors' ability to produce special issues and calendars or publish wild

game cookbooks. However, other states successfully support their con-

servation magazines through sale of mugs, wildlife books, tee shirts, ad-

vertising and the like.

To increase revenues, one piece of a western wildlife artist's work, such

as a bronze, print or photograph, should be promoted in each bimonth-

ly issue. The magazine would receive a 30% commission on each sale

without investing in inventory. Resulting annual income is estimated

at $23,000.

225. Increase film copy costs.

There is a significant demand for copies of films produced by the Depart-

ment of Fish, Wildlife and Parks. Prices charged recover only the actual

copying costs, not film production expenses. Since the Film Production

Unit has a small staff and a limited equipment budget, costs should be in-

creased from $10 to $15 per minute. Revenues could be earmarked for

the Film Production Unit. Implementation will ensure continued quality

film production by generating additional annual income of $5,000.
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226. Relocate printing, mail and office supply distribution to the Cen-
tralized Services Division.

Currently, the Conservation Education Division is responsible for printing
plus mail and office supply distribution, while the Centralized Services
Division manages related billing procedures. Since Conservation Educa-
tion's major function is public information, these support activities should
be transferred to Centralized Services where they logically belong. Imple-
mentation of this proposal will consolidate related functions and increase
efficiency.

227. Appoint a motor vehicle manager in the Centralized Services
Division.

Responsibility for the department's large vehicle fleet is unassigned. This
has resulted in personal use, retention of underutilized vehicles, and cost-
ly maintenance.

An earlier recommendation establishes statewide vehicle control in a pro-
posed Division of Fleet Management in the Department of Administra-
tion. However, the size of the Department of Fish, Wildlife and Parks'
fleet justifies an agency vehicle manager position. This employee, pro-
moted from existing Centralized Services Division staff, will be the de-
partment's liaison with the Division of Fleet Management. Additional
responsibilities would include assigning vehicles, monitoring use, and
supervising purchase, maintenance and replacement needs. Implementa-
tion will cost $2,000 annually.

228. Sell underutilized vehicles.

Almost every non-clerical department employee has a state-owned motor
vehicle. However, approximately 60 cars and pickup trucks are driven
less than 10,000 miles annually while many are used much less. This low
usage makes it impossible to justify operating costs.

To reduce unnecessary expenses, the underused vehicles should be sold.
Employees could then be reimbursed on a cost per mile basis for business
use of private automobiles. Pooling should also be encouraged while
minimum vehicle usage criteria should be established before new pur-
chases or assignments are made. Implementation will reduce the need for
fleet replacements, producing an annual saving of $50,000. Sale pro-
ceeds will also generate an additional one-time income of approximate-
ly $120,000.

229. Eliminate the department's warehouse.

Since the department's warehouse overstocks low usage items, volume
discounts are negated by the carrying costs associated with poor invento-
ry turnover. This is an inefficient use of state funds.

To improve purchasing procedures, the warehouse should be closed and
the inventory distributed to regional offices over a two-year period. The
existing property manager should be designated as purchasing agent and
authorized to buy most items directly. Implementation will speed deliv-
eries and eliminate one position for a salary and operating saving of
$24,000 annually.
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230. Transfer aircraft operations to the Centralized Services Division.

Operation costs for the department's six aircraft are charged to other divi-

sions based on use. However, the four pilots' salaries are paid by the En-

forcement Division. Since the division only accounts for 10% of aircraft

flight hours, this is unfair. In addition, industry standards suggest the air-

craft are underutilized.

To increase use and reduce costs, aircraft management should be trans-

ferred to the Centralized Services Division. Two planes should be sold

and one pilot position eliminated. Implementation will produce a one-

time income of $28,000 plus reduce annual salary and operating costs by

$29,000.

231. Improve human resource management.

Human resource management problems hamper department efficiency.

Employee responsibilities are unclear and efforts are duplicated because

of outdated job descriptions. Also, a formal appraisal svstem has been de-

veloped but never implemented. This hinders personnel effectiveness

since performance information is incomplete. In addition, the absence of

a formal training program limits skill development. The department's per-

sonnel officer should be assigned the following responsibilities to resolve

these problems:

Review, update and maintain accurate job descriptions.

Implement the appraisal system, then monitor its use.

D Assess training needs and develop a formal program of instruction.

Implementation will clarify employee roles, clearly define performance

standards, and improve management skills throughout the department.

Department of State Lands

Fiscal 1982 Budget: $19-milli()n, including $n.8-niillion in federal

funds.

Positions Authorized: 254.

Positions Filled: 203.

Chief Operating Officer: Commissioner.

Reporting Structure: The State Board ot Land Commissioners oversees

department activities. The commissioner, who is

appointed by and reports to the Governor, super-

vises three staff units and five divisions.

This department administers state lands which are placed in a permanent

trust and generate income to support public education. It also enforces

Montana's reclamation laws. The commissioner supervises legal, envi-

ronmental and administrative/clerical staff units in addition to five divi-

sions. Discussions on the following three are included in this report while

the remaining two — Lands and Reclamation — are covered separately:

92



Forestry - Protects and utilizes state forest lands to generate income

for the school trust. This division, headquartered in Missoula, was re-

cently transferred from the Department of Natural Resources and

Conservation. It operates bureaus for Forestry Assistance, Forest

Management, Forestry Planning, and Fire Management in close coor-

dination with the Field Operations Division.

Field Operations - Provides day-to-day management of state lands

through six field offices. Major functions include fire protection, re-

forestation, timber sales, range management and reclamation.

Central Management - Offers support services through five bureaus:

Accounting and Fiscal, Personnel, Air Operations, Trust Records,

and Training.

The Department of State Lands has outstanding leadership and a very ca-

pable staff who have already made substantial management improve-

ments. The management by objectives program is very effective. Howev-

er, there is no formal performance appraisal system and manual record

procedures are inefficient. Also, a recent reorganization created some du-

plication of support service locations.

Recommendations 232. Develop a centralized, automated records management program.

Time-consuming manual retrieval procedures are necessary to gather

data from the department's extensive records. Because information is

hard to locate, revenues are lost. Also, the files require a significant

amount of storage space.

To solve similar problems, various divisions have acquired data proc-

essing equipment to simplify and speed operations. However, systems are

incompatible. Although a Data Processing Advisory Committee has been

established to develop a long-range plan, the current schedule to develop

a unified system is not progressing rapidly enough.

To correct these deficiencies, the development of a centralized automated

records management system should be expedited. To accomplish this:

The frequency of the advisory committee's meetings should be in-

creased so design priorities as well as development and equipment

costs can be aggressively identified.

A planning coordinator should be appointed to investigate other

available systems, ensure compatibility, and coordinate all division

requirements.

Monthly progress reports should be issued.

System development funding of approximately $250,000 should be

approved.

A two-year completion goal should be established.

Implementation will end fragmented data processing efforts. When oper-

ational, the new system should free half the current record storage space
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for other purposes. In addition, it will provide information that will gener-

ate a total annual income of approximately $410,000.

233. Enact legislation to guarantee access rights to state lands.

A number of state lands are inaccessible without trespassing on privately

owned property. Since the state has no legal right to demand access, it

must be negotiated. Although satisfactory agreements are often secured,

isolated landowners have been uncooperative. In one instance, the state

lost $100,000 because it was prevented from harvesting and removing

state-owned diseased timberland.

To avoid future losses, legislation should be enacted to ensure access

rights for specific activities. The state should compensate the landowner

for any inconvenience and damage while care should be taken to avoid

disturbing private property. Implementation will help guarantee more ef-

ficient land management.

234. Implement an employee performance appraisal system.

Employee performance is not well documented because the department

lacks a uniform appraisal system. This limits management's ability to

identify deficiencies as they develop, then take corrective actions.

To strengthen human resource management, the department should fol-

low the existing policies outlined in the Monlana Operatiom Manual. In

addition, the personnel officer should develop a performance appraisal

system based on job descriptions and responsibilities as well as depart-

ment goals and timetables. Once established, the system should be ap-

plied annually so employees can be kept informed on job performance.

Implementation of this recommendation will improve accountability and

increase employee productivity.

235. Consolidate support services.

Transferring the Forestry Division into the Department of State Lands has

created duplicate central services functions because a General Services

Bureau is still operating in Missoula. Currently, duplicate bill processing

and fee collection procedures exist causing undue delays and confusion.

Also, purchasing requisitions are often late because they are submitted

and approved in different locations.

To increase efficiency, these parallel administrative activities should

be consolidated in the Central Management Division. Installation of a

$5,000 computer terminal will improve operations. Consolidation will

permit eliminating a bureau chief and two additional administrative posi-

tions. This, plus a reduction in travel costs, will amount to a $63,000 an-

nual saving.

Reclamation Division

This division administers reclamation laws and regulates mining activi-

ties. The fiscal 1982 budget of $7.4-million, including $6.9-million in
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federal funds, supported 29 employees. The administrator supervises four

bureaus: Hard Rock Mining, Coal and Uranium, Open Cut Mining, and
Abandoned Mine Reclamation. An eight-member team has recently been

transferred to this division to develop environmental impact statements

for proposed mining operations.

The Reclamation Division has not been included in department reorgani-

zation plans because the Legislature is considering its transfer to the De-

partment of Natural Resources and Conservation. The resulting uncer-

tainty has generated low employee morale. In addition, the turnover rate

is high, principally because of non-competitive salaries. License fees and
bond limitations are also outdated.

Recommendations 236. integrate Reclamation Division activities into the department's

field operations.

Most division inspectors are centrally located in Helena. Since they travel

frequently to mines, this inflates travel expenses and delays response time

when problems arise.

To reduce travel costs and improve employee productivity, a decision

should be made to integrate division inspections into the field operations

of the Department of State Lands. To accomplish this, the following ac-

tions are required:

Reassign two mine reclamation inspectors in the Hard Rock Mining
Bureau to the land office in Billings and one to Missoula.

Relocate the six inspectors from the Coal and LJranium Bureau to

Billings.

Move two Abandoned Mine Reclamation Bureau inspectors to the

field — one to Billings and one to Missoula.

The bureau chief and a core staff as well as the Environmental Impact

Team should remain in the division offices to coordinate work with other

state agencies. One-time implementation will cost about $20,000 to relo-

cate personnel. However, travel expenses will be reduced by 30% for an

annual saving of $66,000.

237. Increase staffing in the Abandoned Mine Reclamation Bureau.

This bureau administers a federal program to identify, schedule and coor-

dinate reclamation activities in abandoned coal and hard rock mining lo-

cations. The program's inventory phase is complete and a grant for 18

reclamation projects was recently approved. However, the current staff

cannot manage the increased work load because each project's costs

must be administered separately and frequent on-site inspections are

required.

To enable the bureau to properly meet these commitments, one addition-

al mine inspector and one office manager should be hired. The federal

grant contains funds for both positions but legislative authorization has

not been received. Implementation will ensure program compliance for a

$43,000 annual cost in federal funds.
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238. Increase mining permit and license fees.

The division issues and renews permits for mine exploration and opera-

tion. This requires considerable processing time and on-site inspections.

As a result, current charges fail to recover operating costs. Therefore, the

fee schedule should be increased accordingly. The Small Miners' Exclu-

sion Permit, currently issued free of charge, should cost $25. Operating

permit applications and renewals should be raised from $25 to $50,

while exploration license fees and renewals would increase from $5 to

$25. All Open Cut Mining Bureau renewal fees should be increased to

$50. Also, Coal and Uranium Bureau renewal permits should be set at

$50 and new coal mining applications increased from $50 to $100.

While most permits are issued for a five-year period, implementation will

increase annual income by $33,000.

239. Increase reclamation bond requirements for open-cut mining.

Open-cut miners are required to post a $1,000 per acre bond to cover

reclamation costs if they default. Since the current cost mav be as high as

$14,000 per acre depending on location, the bond is inadequate. To pro-

tect the state from financial loss, legislation should be enacted to set

bonds at a realistic cost recovery level for each specific mining area.

Lands Division

Land placed in trust to provide funds for the state's schools are adminis-

tered by this division. Activities include selling mineral and timber rights

as well as developing and leasing lands for agricultural and livestock pro-

duction. The $843,000 fiscal 1982 operating budget supported a staff of

1 6 plus two vacancies. The administrator supervises a geologist and the

following four bureaus:

D Resource Development - Promotes revenue producing projects and

files water rights claims.

Land Management - Processes right-of-way applications, reviews

land exchange proposals, and issues permits for home sites and

landfills.

Surface Leasing - Manages grazing and agricultural leasing programs

for the state's 20,000 land tracts.

Mineral Leasing - Processes and regulates 12,000 agreements cover-

ing state-owned mineral rights, primarily for oil and gas.

Management of the state's real estate investment portfolio needs improve-

ment. Lease revenues and penalties are inadequate. Also, there is no field

auditing program for mineral royalties.

Recommendations 240. increase minimum rental fees for grazing lands.

Fees for over four million acres of state grazing lands are lower than com-

parable private sector charges. This results in <i loss of potential income.
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To increase school revenues, minimum grazing rental tees should be in-

creased 66%. Also, a more aggressive advertising campaign should be in-

itiated. This could include current figures comparing state and private

leasing rental rates for an area. Implementation of these actions will gen-

erate additional annual income of approximately $3.1 -million.

241. Revise the agricultural leasing policy.

Montana's agricultural leasing program is not optimizing income. Using

wheat as an example, the state received an average per acre price of $25

compared to $34 for typical private agreements. Also, operational costs

are inflated since seasonal personnel are employed to conduct field

checks as the basis for developing accurate production figures. Further-

more, revenues are minimized by poor advertising practices.

To increase and stabilize income, a new agricultural leasing program

should be instituted. Rentals should be negotiated on a fixed amount

based on a projected 30% crop share so the lessee bears some risk of

fluctuating market prices. Also, increased advertising should be used to

stimulate more competitive bidding.

Implementation will increase annual income on 280,000 acres by $5 per

year, generating $1 .4-million to support school programs. By establishing

a fixed rental, five seasonal workers used to check crop production could

be eliminated for a $9,000 annual saving.

242. Divide leased land access privilege and damage payments.

Currently, exploration and drilling companies pay access privilege and

improvement fees to surface land lessees to compensate for any damage.

However, state revenue is lost as well because acreage devoted to grazing

or crop production is reduced and damaged during drilling operations.

Therefore, damage and access payments should be divided equally be-

tween the state and the surface lease holder. The latter would continue to

negotiate damage payment amounts, but funds would be processed in

Helena. Implementation will increase annual income by $100,000.

243. Increase penalties for oil and gas drilling delays.

Lessees are given sufficient time to organize operations during the first

half of a 1 0-year lease. If they have not drilled during that time, penalties

are assessed. Since drilling delays reduce potential royalty revenues, pen-

alties should be increased from $1.25 to $2.50 per acre for years six

through 10. Implementation will produce additional annual income of

$1 .4-million.

244. Conduct field audits of oil and gas royalty figures.

The school trust fund receives about $9. 4-million from oil and gas royal-

ties based on production data. However, no field audits are conducted to

determine if producers' claims are valid.

To ensure reporting accuracy, a field audit program should be developed

to verify production data. This will require the hiring of two technically

qualified auditors at a cost of $51 ,000 annually. However, a 5% increase

in royalty payments will generate additional annual income of $470,000.
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Department of Agriculture

Fiscal 1982 Budget: $6-million, including $1 .4-nnillion in federal funds.

Positions Authorized: 93.

Positions Filled: 81

Chief Operating Officer: Director.

Reporting Structure: The director oversees three divisions and reports to

the Governor.

The mission of this department is to promote Montana's agricultural inter-

ests while managing related licensing, registration and inspection pro-

grams. The staff in the director's office concentrates on marketing, infor-

mation processing and legal services. In addition, a Crop and Livestock

Reporting Unit gathers agricultural data for statistical reports. The State

Hail Insurance Board, Wheat Research and Marketing Committee, and

Alfalfa Seed Committee are attached to the director's office purely for ad-

ministrative purposes, with board and committee members appointed by

the Governor.

Three divisions administer the department's diverse responsibilities. The

Plant Industry Division enforces agricultural regulatory laws and licens-

ing programs through its bureaus of Commodity Services, Grain Stan-

dards, and Specialized Services. The Environmental Management Divi-

sion performs required pesticide testing and research through three

bureaus — Field Services, Laboratory, and Technical Services — while

the Centralized Services Division provides personnel, accounting and in-

ventory support functions.

Although the staff of the Department of Agriculture fulfills its mandated

purposes, a lack of coordinated direction has prevented long-range

planning activities. Furthermore, the vague reporting relationships hinder

job performance.

Recommendations 245. Reorganize the Department of Agriculture.

Although the deputy director is responsible for coordinating internal op-

erations, the incumbent spends much of his time on external matters. Fur-

thermore, division functions often overlap, creating duplication and com-

petition for funds. Marketing responsibilities in particular are fragmented,

with reporting lines blurred. Finally, crisis management has replaced

long-range planning.

To reorganize functions and improve department cohesiveness, the fol-

lowing measures should be implemented:

a Redefine the responsibilities of the director and deputy director. As

much as 75% of the director's time should be devoted to external

matters, with the remainder used to guide overall operations. Ap-

proximately 80% of the deputy director's time should be alloc nted to

strengthening and consolidating internal operations.

Delegate specific supervisory authority to the deputv director, then

communicate overall goals to employees clearly.
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Consolidate information services, loan programs and marketing func-

tions into a single Marketing-Information Bureau operated by a bu-

reau chief who would report to the director. The Wheat Research and

Marketing Committee, the Alfalfa Seed Committee, and the Crop and

Livestock Reporting Unit should use the consolidated marketing bu-

reau chief as their department liaison.

Q Allocate time for long-range planning. An annual retreat for manage-

ment personnel to review progress and set goals should be held.

These changes will minimize internal confusion by clearly delineating

functions and supervisory roles. Long-range planning will make it possi-

ble to develop strategies to deal with crises before they arise. Consolidat-

ed marketing services will transform various units into an integrated infor-

mation team enabling reduction of one administrative position for an

annual saving of $21 ,000.

246. Reorganize the Centralized Services Division to consolidate

services.

Time-consuming manual accounting and clerical functions are per-

formed throughout the Department of Agriculture while purchasing ef-

forts are duplicated in each division. Also, legal services are poorly or-

ganized because no priorities have been established for the attorney.

Current manual operations do not take advantage of available computer

capabilities, thus wasting many man-hours in processing large volumes of

material.

Six sequential steps should be followed to automate and centralize

activities:

D Shift the responsibility for employee records and notifications regard-

ing sick pay, vacation time and compensation time to the automated

central payroll system currently being developed at the State Audi-

tor's office.

Consolidate all department word processing units in the Centralized

Services Division.

Program the consolidated word processing equipment to post and re-

tain loan program ledgers for the Rural Development Unit, print form

letters, and record and summarize weekly inspector reports for the

Plant Industry Division.

Automate the Grain Standards Bureau's accounts receivable.

Utilize man-hours saved to centralize telephone answering, mail dis-

tribution, and license and fee accounting functions now performed

by the Plant Industry Division.

Use existing staff to implement an in-house proposal to automate the

Plant Industry Division's license and registration records and report

information. Legal resources should be moved to the Centralized

Services Division as well, with the deputy director providing direct

supervision.
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This series of changes will result in more efficient use of manpower and

department computer hardware. Although the process may take a full

year, consolidated services will increase productivity. One-time develop-

ment and implementation costs for hardware and software are estimated

at $157,000. Only one staff position is eliminated for an annual saving of

$1 7,000. However, an additional saving will be achieved through the re-

duction of almost 4,000 man-hours in various positions but no saving is

claimed.

247. Update position descriptions and establish a performance ap-

praisal system.

Undefined lines of authority are creating unclear reporting relationships

within the department. Furthermore, lack of formal evaluations reduces

employee incentives to perform well. Using the procedure outlined in the

Montana Operations Manual, position descriptions should be reassessed

and used to establish appropriate standards for a performance appraisal

system. Management should supervise implementation carefully to en-

sure compliance at all levels.

Updated position descriptions would eliminate confusion by clearly

documenting responsibilities and establishing reporting relationships.

Furthermore, the performance appraisal system should provide a better

understanding of work standards, improve employee motivation, and

promote greater effectiveness.

248. Terminate the hail insurance program.

The state hail insurance program was established in 1917 when such cov-

erage was unavailable or excessively expensive for farmers. However,

private companies now offer hail coverage. In addition, insurance sales

pose a clear conflict of interest to the State Auditor, who supervises com-

merciiil insurance firms while serving on the State Hail Insurance Board.

Since the state cannot regulate its own program and the state supplied

service is no longer needed, the hail program should be abolished. Hail

insurance services should be provided by the private sector or the Federal

Crop Insurance Program. Current commercial rates are comparable to

those of the state and coverage is generally broader. No significant raise

in commercial hail insurance rates occurred when other states discontin-

ued similar programs.

After covering termination expenses, remaining hail insurance reve-

nues would revert to the General Fund for a one-time income of $3.7-

million. Elimination of hail board expenses will save an additional

$3,000 annually.

249. Change pesticide control regulations to simplify operations.

Pesticide dealers and commercial applicators must pass an examination

to obtain a license to sell or use both general and restricted pesticides.

However, the program operated by the Field Services Bureau of the Envi-

ronmental Management (Division is timi- consuming and costly.

To simplify operations in preparation for anticipated federal budget cuts,

pesticides presently registered should be reevaluated. Strict controls
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should be imposed on those that present a demonstrable, significant haz-

ard, but general pesticides deregulated. Restricted products then would

be sold only to users with permits while dealers would be required to

compile monthly reports on purchasers so violators could be penalized.

New regulations would reduce work loads to eliminate three staff posi-

tions for a saving of $27,000 in state and $37,000 in federal funds.

250. Transfer pesticide licensing examinations to manufacturers.

Seven specialists in the Technical Services Bureau of the Environmental

Management Division spend 20% of their time preparing and updating

the licensing examination for pesticide applicators. Their efforts duplicate

those of pesticide manufacturers and trade associations. These groups

have also developed pesticide training programs and are willing to adapt

course materials and examinations to meet state requirements. Their help

should be enlisted, with licenses granted to applicants who successfully

complete an approved industry training course. Time saving will allow

realignment of duties, enabling a reduction of one staff position for an an-

nual saving of $25,000.

Department of Livestock

Fiscal 1982 Budget: $4.4-million.

Positions Authorized: 1 30.

Positions Filled: 118.

Chief Operating Officer: Board of Livestock.

Reporting Structure: The seven-member Board of Livestock reports to the

Governor and supervises two divisions.

The seven members of the board are active livestock producers appointed

by the Governor for six-year terms. Dairy, swine and sheep industries

each have one representative, while four members have cattle interests.

The board establishes policies, approves budgets, negotiates required

agreements, and hires division administrators. Almost 85% of the depart-

ment's operating funds are generated through livestock taxes and fees for

inspections, licenses and permits.

Two divisions. Animal Health and Brands Enforcement, receive adminis-

trative support from a Centralized Services Bureau. Division administra-

tors exercise joint control over the bureau's seven employees who are re-

sponsible for personnel, accounting, payroll, travel claims, purchasing

and legal assistance. In addition, the Department of Livestock administers

separate Beef and Pork Research and Marketing Committees which are

funded by an assessment on sales.

The unique situation created by the board functioning as a department di-

rector has not impeded operations. Also, joint division management has

been successful. However, cohesiveness is not guaranteed when respon-

sibilities are shared. In addition, dual leadership has hampered long-

range planning in data processing and records management.
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Recommendations 251. Add a consumer representative to the Board ot Livestock.

About 15% of the budget is provided from General Fund revenue to sup-

port programs relating to public health and consumer protection issues.

For example, the Milk and Egg Bureau administers the school lunch milk

subsidy and an egg inspection program to protect consumers. Therefore,

a consumer representative should be added to the Board of Livestock.

This will ensure public input into decisions concerning health and con-

sumer protection. The cost of an additional member is estimated at ap-

proximately $2,000 annually.

252. Eliminate the legal counsel.

The Animal Health Division utilizes approximately 50% of a full-time at-

torney's time. FHowever, the Brands Enforcement Division pays the Attor-

ney General's office for legal advice on an hourly basis. Animal Health

should also contract services, eliminating the need for the staff legal

counsel position. If half the salary expenditure were used to fund required

legal assistance from the Attorney General, an annual saving of $14,000

will be achieved.

253. Develop long-range data processing plans.

The Department of Livestock has no integrated plan for implementing

data processing applications. The Brands Enforcement Division did com-

puterize brand recording using purchased computer time and internal

software. However, no firm plans exist in either division to automate oth-

er manual procedures. Furthermore, interdepartmental charges reduce

the incentive to utilize the state's centralized computer services.

A long-range data processing schedule for implementing applications in

all areas should be developed. An integrated, automated system will in-

crease accuracy and timeliness of records and reports, speed information

retrieval, assure system compatibility, and prevent unnecessary equip-

ment duplication.

254. Examine the records management system.

The department processes and retains a great volume of reports, certifi-

cates and permits. For example, brand enforcement activities involve

800,000 inspection certificates which are retained 15 to 25 years. How-

ever, the three operating units have not developed an integrated approach

to automation. Therefore, records processing remains manual and time

consuming while no systems study has even been undertaken.

A management consultant should be hired to conduct a comprehensive

systems analysis of internal and external records flow through processing,

storage and retrieval. Resulting improvements in integrated records

management will save time and expedite information flow and retrieval.

The one-time estimated $20,000 cost for the study will be offset quick-

ly by eliminating two clerical positions for an annual saving of $29,000.

255. Computerize purchasing, inventory and accounts receivable

records.

Vehicle and equipment purchase, maintenance, insurance and licensing

records are updated manually. In addition, approximately 200 accounts
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receivable statements are created manually every month and ledgers are

updated daily. The process is time consuming and retrieval time is slow.

The Animal Health Division has a word processing system for storing

health records. Therefore, time should be allocated to input vehicle and
equipment records and to program accounts receivable records for up-
dating and printing ledgers and statements. The 50 to 75 man-hours re-

quired to set up these programs could be scheduled at low volume peri-

ods. Since the present staff is able to do the programming, costs should be
negligible while recordkeeping will be simplified and improved.

256. Automate vacation, sick pay and compensation records.

Manual records listing employee vacation, sick pay and compensation
data are updated twice a month. In addition, annual letters and tax infor-

mation are sent to each employee to validate accuracy. The procedure
is time consuming, inaccurate, and requires considerable storage of

records.

The Central Payroll Division at the State Auditor's office has a computer-
ized payroll program to accumulate vacation time, sick pay and compen-
sation time records. The program stores this information, then prints em-
ployee statements for each pay period. Using this system, the department
could free two to three days of one employee's time per month for other
tasks. Pro-rata charges have already been assessed for developing the re-

quired software.

Animal Health Division

The primary responsibility of this division is to monitor, control and eradi-

cate animal disease. Although 46 positions are authorized, only 39 are
currently filled. Almost two-thirds of the $1 .5-million fiscal 1 982 alloca-

tion was derived from earmarked revenue. The division administrator is a

veterinarian responsible for three bureaus:

Milk and Egg Bureau - Over 300 milk and egg production and distri-

bution facilities are licensed and inspected for sanitary conditions.

The bureau also provides surveillance for the federally subsidized
school milk program and inspects size and quality of eggs at retail

outlets.

D Disease Control Bureau - Animal health is monitored and disease

controlled by this bureau. Two livestock investigators monitor im-
ports and exports. The chief, a veterinarian based in Helena, is sup-
ported by nine other veterinarians throughout the state. A reciprocal

testing agreement with the federal government pays for five of the
field veterinarians while other bureau funding is derived from a mill-

age tax on livestock valuation.

Diagnostic Laboratory Bureau - The laboratory, located at Montana
State University in Bozeman, provides testing support to field veteri-

narians and performs other public health diagnostic tests.
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The Animal Health Division is operating effectively, but it could improve

management controls. In addition, fee schedules in two bureaus do not

cover operating costs.

Recommendations 257. Abolish unnecessary vacant positions.

Even if vacant, every authorized position increases the tax levied on

the livestock industry. Positions of a half-time computer programmer

and three veterinarian technicians have been vacant for more than 1

2

months. This indicates they are no longer needed and should be elimi-

nated. No saving is claimed.

258. License in-house egg graders at retail outlets.

Staff members spend a great deal of time conducting required egg inspec-

tions. Bureau inspectors candle 100 eggs of each grade from each pro-

ducer at major retail outlets every six months. The federal government

pays $1,000 monthly for copies of state inspection reports. A program

should be implemented to train retail outlet, in-house egg graders to

properly complete required reports. The new system will satisfy the law,

while decreasing bureau staff time so one employee can be eliminated

for an annual saving of $20,000. Federal reimbursements should not be

affected.

259. Increase ail license fees to a minimum of $25.

License fees have not kept pace with costs. The division's minimum cost

to bill, collect and process any fee is estimated at $25. Therefore, fees

should be raised to this level as a minimum. In addition, legislation

should be enacted to give the department flexibility in adjusting future

fees on a cost recovery basis. The increased fee structure will produce

$19,000 in additional annual income.

260. Monitor laboratory productivity and automate accounts

receivable.

No objective guides are used to measure the productivity of personnel at

the Diagnostic Laboratory Bureau. As a result, management has no way
to evaluate the quality or quantity of service provided. However, the

American College of Pathologists has developed study methodologies

and time standards applicable to specific test procedures. A consulting

industrial engineer should be hired to generate a productivity monitoring

system using these standards. The system will identify problem areas and

improve services for a one-time, estimated development cost of $1 0,000.

Software should also be obtained to automate the laboratory's accounts

receivable system to enhance the division's ability to track work loads.

This will improve billing procedures, producing a one-time $3,000 in-

come through a reduction in accounts receivable.

261. Revise the laboratory fee schedule.

Almost 50% of the Diagnostic Laboratory Bureau's operating budget is

derived from General Fund revenue while only 9% results from fees. The

Board of Livestock has established an objective of generating 25% of the

total operating budget from fee collection, but now falls $101 ,000 short

of this goal.
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Direct and indirect costs should be determined for each laboratory test,

with volume monitored on a monthly and annual basis. Resulting infor-

mation will enable revised fee schedules to accurately reflect actual costs

in achieving the targeted revenues. The schedule should not discourage

use, but will place financial responsibility on appropriate groups for in-

creased annual income of $101,000.

Brands Enforcement Division

This division's fiscal 1982 budget provided $2.1 -million for protecting

the livestock industry from theft and predators. An authorized 75 posi-

tions with 4 vacancies are assigned to three operating units:

D Brands and Records Bureau - Lists 65,000 brands and maintains rec-

ords on brand lien notices, inspection certificates and bills of sale.

Market-Investigation Bureau - Oversees field operations in two sec-

tions. The Field District Section has 18 districts to investigate viola-

tions of livestock laws and arrest suspects. The Market Section con-

ducts brand inspections at sale markets, issues licenses, processes

horse inspection cards, and compiles market reports.

Predator Control Section - Places emphasis on aerial predator hunt-

ing and administers permit system licensing for private aerial hunters.

This well run organization has recently made a number of improve-

ments. However, fragmented areas of responsibility are affecting overall

operations.

Recommendations 262. Reorganize the division's two bureaus.

Currently, lines of authority are unclear and responsibilities distributed

unequally. The present organization is illustrated in the chart shown be-

low. Too much involvement in day-to-day activities dilutes the Division

Administrator's overall management capability. In addition, the Market-

PRESENT ORGANIZATION
BRANDS ENFORCEMENT DIVISION

CHIEF,
BRANDS AND
RECORDS
BUREAU

ADMINISTRATOR.
BRANDS

ENFORCEMENT
DIVISION

SUPERVISORS,
MARKET
SECTION

CHIEF.
MARKET

INVESTIGATION
BUREAU

SUPERVISORS,
FIELD

DISTRICT
SECTION

SUPERVISOR,
PREDATOR
CONTROL
SECTION
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PROPOSED ORGANIZATION
BRANDS ENFORCEMENT DIVISION

CHIEF.
INVESTIGATION

BUREAU

SUPERVISORS.
FIELD DISTRICT

SECTION

SUPERVISOR.
PREDATOR
CONTROL
SECTION

ADMINISTRATOR.
BRANDS

ENFORCEMENT
DIVISION

CHIEF
MARKET
BUREAU

SUPERVISORS.
MARKET
SECTION

SUPERVISOR.
BRANDS AND
RECORDS
SECTION

Investigation Bureau Chief oversees too many field locations. This posi-

tion also jointly supervises district inspectors with the Division Adminis-

trator, while market inspectors report to an administrative officer in the

aviation unit of the Predator Control Section.

The proposed organization, shown above, would establish two bureaus

with clearly defined functions. First, an Investigation Bureau responsible

for law enforcement issues would be formed from the Field District Sec-

tion in the Market-Investigation Bureau and the Predator Control Section,

Second, a Market Bureau, accountable for coordination and supervision

of auction markets and control of records, would consolidate related op-

erations. Reorganization would align the workforce into functional

groups without eliminating any positions.

263. Establish staggered renewal dates for brand re-recording.

The present brand re-rccording system causes a work load imbalance

every 10 years when 65,000 records must be processed. Computeriza-

tion is simplifying the system m the main office, but difficulties persist at

the 17 market locations where brand cards must be updated manually.

A staggered schedule keyed to owner names should be implemented over

a 10-year period with a sliding scale of charges to offset new renewal

dates. When programming is completed in the central office, card updat-

ing in the field should be replaced with a computer printout posted at

each market. Any changes would be sent from Helena and new printouts

provided quarterly.

Implementation will create a more uniform work load. Eliminating the

need to hire three new employees to meet peak demands will provide a

saving of $60,000 every 10 years. Manual updating at markets will be

more manageable until the automated system is established.

264. Charge for association livestock sales.

About 100 association sales are licensed free of charge dnnually. License

processing requires the same effort as dealer licensing, so a $50 fee

should be introduced to cover costs. An additional $5,000 annual in-

come will be collected from the users benefited.
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265. Increase the fee for lifetime horse inspection cards.

The $5 fee charged tor a lifetime horse inspection card is inadequate. The
card is needed by anyone who frequently transports a horse across coun-
ty lines since it allows the owner to continually ship the horse without any
future inspections. Requests have increased dramatically, reaching 1,000
in 1981

.
Since the $5 fee does not cover costs, it should be increased to

$25. Implementation will produce added income estimated at $25,000
annually.

266. Obtain an appropriate share of predator hide revenue.

Currently, the predator control program does not benefit from revenue
generated by the sale of pelts taken during helicopter hunts. The Depart-
ment of Livestock contributes helicopters, including maintenance and
fuel, the pilots' salaries, and administrative costs. Federal and county
agencies provide logistical ground support. Therefore, an agreement
should be negotiated with the federal and county agencies to rebate 50%
of the hide revenue. Implementation will produce annual income of
about $25,000.
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Department of Highways

Fiscal 1982 Budget: $232.2-million, including $102.1-million in federal

funds.

Positions Authorized: 1,956.

Positions Filled: 1,821.

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor, receives gui-

dance from the Highway Commission, and super-

vises seven divisions and five district field offices.

The Department of Highways designs, supervises construction, main-

tains, and regulates the use of Montana's road system. Seven divisions

manage operations: Program Development plans short- and long-range

highway construction projects; Engineering prepares projects for bidding

and oversees construction; Maintenance makes road surface improve-

ments and operates the motor pool; Gross Vehicle Weight conducts li-

censing and regulatory activities; Personnel hires employees, administers

various control systems, and is responsible for department labor rela-

tions; Legal offers advice and represents the department in court proceed-

ings; and Centralized Services provides accounting, data processing and
clerical support. In addition, five district offices conduct field work.

The department is currently being reorganized. Major changes are help-

ing to reduce problems of poor morale, fragmented supervision, and

overstaffing. However, additional measures are needed to ensure stabili-

ty. A number of manual processes are time consuming, fee schedules are

inadequate, and several divisions are poorly organized internally. Inflated

inventories, deficient maintenance programs, and an underutilized vehi-

cle fleet also exist.

Recommendations 267. Eliminate the Personnel Division.

The Personnel Division has been concentrating its efforts on the current

reorganization and subsequent staff reductions. When these actions are

concluded, the work load will be dramatically reduced. At that time, the

remaining responsibilities should be transferred to the proposed Person-

nel, Safety and Training Bureau in the Centralized Services Division, and
the Personnel Division eliminated.

Five employees should be reassigned to the new bureau. However, the

administrative assistant and labor relations specialist positions should be

eliminated. The duties of the former would be absorbed by field and bu-

reau staffs while a personnel specialist would assume the analytical du-

ties assigned to the labor specialist. To resolve complex contract disputes,

private sector experts should be hired on a consulting basis. Implementa-

tion will save $25,000 in state and $21 ,000 in federal funds annually but

consulting costs are estimated at $4,000.

In addition, department-wide staff reductions have diminished the need

for safety and training programs. Therefore, four positions in the Safety

and Training Bureau — the safety coordinator, staff development posi-

tion, safety/health specialist, and the administrative assistant — could be
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Establish a Personnel, Safety and Training Bureau to absorb Personnel

Division functions.

Transfer the Mail and File Unit to the Department of Administration.

n Promote the assistant chief accountant to head the Accounting

Bureau so the division administrator will be relieved of the dual

assignment.

Assign functional control plus hiring and rotation of field office man-
agers to the division administrator.

This new organization will allow a career ladder for personnel in Central-

ized Services and provide improved effectiveness.

269. Centralize film processing and photographic services.

Equipment and personnel in the Photo Unit of the Centralized Services

Division are underutilized. However, other state agencies spent over

$362,000 in 1981 for contracted film processing and specialized services

including aerial or graphic photography.

To reduce expenditures, all state agencies except the Publications and
Graphics Division of the Department of Administration should use the

film processing, printmaking and photographic services of the Photo

Unit. To accommodate this increased work load, an additional photo

technician and two major equipment items will be needed. The one-time

cost will be $21,000 while an estimated $137,000 will be added yearly

for salaries and materials. However, implementation will eliminate ex-

penditures of about $362,000 annually.

270. Construct a fireproof Photo Unit storage area.

The Photo Unit stores valuable negatives, prints and film including some
irreplaceable items. To provide necessary protection, a fireproof storage

area should be constructed. Implementation will require a one-time cost

of approximately $6,000 in state and $4,000 in federal funds.

271. Improve inventory control.

The Centralized Services Division lacks an efficient inventory manage-
ment system. This has resulted in overstocking, obsolete supplies, incon-

sistent reordering patterns and increased costs. A recommendation to re-

organize this division replaces the Inventory and Purchasing Unit with a

Materials and Purchasing Bureau. This bureau should improve inventory

control by adopting the following changes;

Replace the inventory control manager position with an experienced

chief for the proposed Materials and Purchasing Bureau.

Create a team to develop a new materials and inventory management
system. Team members should include the bureau chief, one mainte-

nance advisor, one accounting advisor and a data processing analyst.

The system should be coordinated with maintenance and equipment
programs now being developed so future purchasing will be accu-

rately based on anticipated needs.
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n Grant authority to the bureau chief to issue purchase orders up to

$10,000 so prompt delivery will be achieved and overstocking

avoided.

Q Review the Department of Highwav's inventory periodically and

dispose of obsolete items.

Information system development will require a one-time cost of $25,000

and an annual operating cost of $5,000. However, implementation will

reduce future inventory requirements by 20% for an annual saving of

$2.7-million.

272. Modify contractor payment procedures.

The Centralized Service Division's contractor payment procedure re-

quires the state to borrow money pending reimbursement by the Federal

Highway Administration (FHA). Approximately 12 days elapse between

contractor payments and receipt of FHA funds. Causes include slow

month-end accounting procedures and late field quantity estimates.

To synchronize contractor payments and FHA reimbursements, the fol-

lowing modifications should be instituted:

Install an FHA billing cycle to coincide with bimonthlv contractor

payments.

Increase timeliness of field estimates of contractor charges for the cur-

rent period.

Establish specific payment terms for contracted work.

Adjust billings immediately after month-end accounting is

completed.

Contractor fees will increase by approximately $72,000 annually to com-

pensate for a shift in payment schedules. However, improved processing

will save $541,000 annually in interest on borrowed funds.

273. Implement selected performance audit recommendations.

A recent performance review conducted by the Office of the Legislative

Auditor resulted in a series of recommendations for the Department of

Highways. Adoption of selected ones concerning preconstruction, acqui-

sition, and disposition of right-of-way property, plus construction bid

procedures and controls would be worthwhile and should be seriously

considered.

274. Increase encroachment permit fees.

The highway right-of-way encroachment fee schedule does not recover

the cost of administering, supervising, inspecting and enforcing the per-

mit program. Therefore, the permit fees for outdoor advertising, utility

company pass throughs, driveways and the like should be raised to cover

operating expenses. Implementation of this recommendation will in-

crease income enough to eliminate the current annual shortfall of approx-

imately $418,000.
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275. Centralize right-of-way acquisitions.

A decrease in highway construction has reduced the department's work

load. This trend is expected to continue because emphasis has shifted

from constructing new roads to resurfacing and maintaining existing

ones. Therefore, the staff of 40 involved in right-of-way acquisitions is too

large. Also, the use of five separate offices throughout the state diminishes

efficiency.

To streamline operations, right-of-way activities should be centralized in

the Engineering Division while current field offices should continue oper-

ation with minimal staffing. Local representatives would provide initial

contacts, then a team from the central office would complete most acqui-

sition work. New right-of-way agents would be uniformly trained at the

central location. Senior representatives could be rewarded with field as-

signments requiring less travel. Implementation will increase travel ex-

penses by approximately $38,000 in state and $32,000 in federal funds

annually. However, eliminating 15 field office positions will produce an

annual saving of $183,000 in state and $149,000 in federal funds.

276. Consolidate related appraisal and acquisition activities.

Efficiency in the Engineering Division's Right-of-Way Bureau is dimin-

ished because too many small sections manage related appraisal and ac-

quisition activities. Five sections — Audit, Property Description, Plans,

Land, and Permits — each have separate supervisors for three or fewer

employees. Consolidating them in a proposed Administrative Section will

strengthen supervision and integrate operations. After employees are

cross trained, four positions will be eliminated for an annual saving of

$47,000 in state and $37,000 in federal funds.

277. Eliminate the Preconstruction Bureau's Consultant and Safety

Design Section.

This group, in the Engineering Division, had a heavy involvement in the

design of Montana's interstate highway system. Since their work is nearly

complete, the section should be eliminated. Remaining design activities

should be reassigned to the Location and Road Design Section while safe-

ty projects can be absorbed by the Traffic Unit or Field Engineering. Also,

environmental studies should be transferred to the Engineering Special-

ties Section. Implementation will eliminate 12 positions for an annual

saving of $166,000 in state plus $130,000 in federal funds.

278. Reorganize the Construction Bureau.

The bureau's organizational structure is overly complicated, resulting in

fragmented activities. As shown by the top chart on page 1 14, the Con-

struction Bureau Chief has line authority over the Division Construction

Supervisor, a Labor and Equal Employment Opportunity (EEO) Compli-

ance Officer, Assistant Bureau Chief, Management Analyst, and a Special

Assignment Engineer. In turn, the Assistant Bureau Chief supervises seven

administrative positions: an Office Manager; Specifications Supervisor;

three Administrative Officers in charge of claims and change orders, utili-

ties, and federal reports; and Construction Review and Contractor Esti-

mate Supervisors. This requires a heavy involvement with day-to-day de-

tails and limits planning capabilities.
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change orders, utilities, and federal reports. The Construction Review

and Contractor Estimate Sections will be unchanged.

This reorganization of the Construction Bureau will clarify supervisory re-

sponsibilities and allow the Assistant Bureau Chief to concentrate on pro-

viding management guidance. Elimination of one position will result in

an annual saving of $20,000 in state and $16,000 in federal funds.

279. Increase maintenance cost accountability.

Operating costs are seriously underestimated because the Maintenance

Division's accounting system does not include basic rent and equipment

charges at separate facilities. This makes it impossible to compare state-

run with privately contracted options. In addition, all division repair costs

are based on actual clock time. Since no established standards are used

to evaluate employee output, productivity may be low. To increase ac-

countability, the Maintenance Division should employ the following

modifications;

n Determine rent and equipment costs so the charges at each mainte-

nance facility reflect all operating costs.

Install a flat rate charge system for all routine repairs based on accept-

ed estimates. In-house standards should be established for common
operations if no flat rate estimates are available.

o Maintain lost time records.

D Schedule shop time and adjust staffing based on the flat rate, lost time

and efficiency information required.

Implementation will increase productivity, improve cost accountability,

and create a more predictable workflow.

280. Reduce the vehicle fleet.

Monthly usage reports for the last year indicate the vehicle fleet is underu-

tilized. Personnel cutbacks throughout the department have already di-

minished transportation needs. Since construction projects are also de-

creasing, further reductions in usage are anticipated.

To reduce the fleet, shared vehicle use between divisions of the Depart-

ment of Highways should be encouraged and the following vehicles elim-

inated: 75 passenger cars and light trucks; 38 dump trucks; 35 motor

patrol units; and 67 loader units. Sale proceeds will produce a one-time

income of about $620,000. In addition, the annual saving in reduced

operating, maintenance, replacement and insurance costs will total ap-

proximately $1 .1-million.

281. Increase efficient vehicle use in the motor pool.

The state's motor pool rental operation, managed by the Maintenance Di-

vision, has too large a fleet. On the average, 80 of the 200 vehicles as-

signed are idle each day. In addition, the motor pool has no reservation

system. To increase efficiency, the 80 underutilized vehicles should

be sold.
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Simultaneously, a reservation and vehicle control system should be in-

stalled. Commercial rental forms could easily be adapted by the pool in

order to schedule usage and maintenance as well as predict seasonal de-

mands. Also, the minimum daily charge should be raised from $5 to $25.

Implementation of this proposal will discourage unnecessary use, en-

sure appropriate planning, and produce a one-time sale income of

approximately $200,000 plus an annual replacement and insurance sav-

ing of $213,000.

282. Reduce the inventory of automotive parts and supplies.

A significant portion of the Maintenance Division's automotive parts and

supplies inventory consists of a one-year or more stock of tires, tubes and

the like. The inventory is inflated to avoid purchasing delays.

To reduce this investment, automated inventory reports should be ana-

lyzed and purchase orders expedited to reduce the current non-fuel por-

tion of the inventory by 1 5%. A smaller vehicle and equipment fleet rec-

ommended elsewhere will reduce these needs further. Implementation

will produce a one-time saving of $129,000.

283. Begin a protective painting program.

At least 89 bridges and other structures are deteriorating because the De-

partment of Highways has not applied protective paint for 1 2 years. A six-

year painting cycle for these structures should be initiated immediately.

Implementation will extend the useful life of each bridge and structure by

25 to 35 years. The protective painting program will cost an estimated

$47,000 in state and $36,000 in federal funds annually. However, one-

time replacement costs in excess of $46-million will be avoided although

no saving is claimed.

284. Study maintenance benefits of seal coating.

Approximately $9-million is spent annually on patching and overlaying

Montana's highways. Nevertheless, roads are deteriorating so rapidly that

additional maintenance fund requests are anticipated. Most work is reac-

tive while little preventive maintenance is performed.

As part of the effort to extend useful highway life while reducing mainte-

nance costs, a study should analyze potential benefits of a comprehen-

sive seal coating program. Estimates indicate this procedure extends use-

ful highway life by five to seven years at a cost of $7,000 to $10,000 per

mile while overlaying expenditures are $50,000 to $100,000 per mile.

The study will cost approximately $14,000 in state and $1 1 ,000 in feder-

al funds. However, implementation could ensure better road surfaces at

reduced costs.

285. Revise the Cross Vehicle Weight Division's fee and fine schedule.

The current fee and fine schedule, last revised in 1967, is outdated. It fails

to discourage overweight operation while heavy equipment traffic does

not contribute its fair share for road repairs. Since abuse decreases the

useful life of Montana's roads by an estimated 5%, a new fee and fine

schedule should be adopted to reflect current costs and prevent over-

weight abuse.

116



A 15% fee increase should be coupled with a 100% rise in oversize and

overweight permit charges. Special charges relating to weight per axle

and miles traveled should also be considered. Rules addressing static and

dynamic axle loads should be adopted and strictly enforced, particularly

during hot weather. Implementation of this proposal will save

$2.8-million in state and $2.3-million in federal funds in yearly mainte-

nance costs while fee increases will generate an additional $3.1 -million

in annual income.

286. Discontinue overweight tolerances.

Currently, vehicles within a 7% overweight tolerance may purchase a

$10 permit to proceed to the next facility where the load can be adjusted.

Also, farm commodity vehicles within a 50 mile radius of the harvest field

are allowed a 20% tolerance. However, 7% and 20% single axle over-

weight vehicles cause 34% to 101% more road damage respectively,

while tandem axles increase damage by 17% and 70%.

Existing tolerances should be discontinued to protect the highways while

violators should be charged severe penalties. Implementation will in-

crease useful highway life by approximately one year, avoiding as much

as $21 1 -million in maintenance over the next 20 years. However, no sav-

ing is claimed.

287. Improve scale maintenance.

A private firm services and repairs weigh station scales. Lengthy delays

and considerable mileage costs result because of the distances repairmen

must travel. Also, while scales are broken, load limits cannot be en-

forced. This increases potential highway damage.

To reduce the number of repairs, two "roving" enforcement officers

should be trained to perform routine scale service and notify the contrac-

tor when serious defects are observed. This preventive maintenance

should be coordinated with the Weights and Measures Bureau in the De-

partment of Commerce so scale accuracy could be verified as well. The

one-time training cost will be $3,000. However, potential maintenance

costs will be avoided for a $6,000 annual saving.

288. Eliminate the Gross Vehicle Weight Division's assistant

administrator.

Two bureau chiefs report to the division administrator through an assis-

tant. The middle layer of supervision is unnecessary. Implementation of

this recommendation will eliminate the assistant administrator's position

and provide an annual saving of approximately $17,000 in state and

$13,000 in federal funds.

289. Automate truck permit accounting procedures.

The Gross Vehicle Weight Division collects interstate truck permit fees

prorated by weight and distance. Prorate fee accounting currently re-

quires a series of duplicate, time-consuming manual procedures.

A computer program should be designed to simplify and speed proc-

essing. Implementation will allow elimination of one part-time clerical

position for an annual saving of $7,000.
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290. Automate permit accounting procedures.

Ihe present permit accounting system in the Gross Vehicle Weight Divi-

sion requires a series of time-consuming manual operations. To simplify

processing, a computer program should be developed to review and bal-

ance permit accounting information automatically. Implementation will

reduce staff time, eliminating one clerical position for an annual saving of

$14,000.

291. Conduct a biennial Enforcement Bureau training program.

Field officers are notified of new rules and policies by mail, then area su-

pervisors provide follow-up training and review. However, inequities and

confusion result because local interpretations vary. Therefore, the En-

forcement Bureau in the Gross Vehicle Weight Division should develop a

centralized training program to eliminate these problems. Field officers

would be required to attend a one-week session every two years to update

their knowledge.

Implementation of this proposal will cost approximately $4,000 in state

and $3,000 in federal funds annually. However, the program will ensure

the application of more uniform law enforcement and strengthen morale.

292. Study the need to arm field officers.

Enforcement activities of the Gross Vehicle Weight Division officers

sometimes evolve into tense situations. A significant morale problem has

developed because field personnel feel unsafe and wish to be armed.

However, management opposes the suggestion.

The problems of officer and public safety, potential department liability,

and self-defense training programs should be studied. This will help al-

leviate discontent and provide a sound basis for improving the safety of

employees.

293. Reduce projected field office staff requirements.

Current reorganization plans consolidate 1 1 field districts into five but

only reduce the office support staff by six employees. With minor ex-

ceptions, present staff at the remaining five offices can handle the added

work load. Therefore, an additional six office manager and six pay-

roll clerk positions will be eliminated, producing an annual saving of

$245,000.

294. Reassign inventory stockmen to the district supervisors in the

Centralized Services Division.

In the proposed district office reorganization plan, inventory stockmen

would report to maintenance supervisors. However, significant improve-

ments in inventory control were made during the last year when stock-

men reported to field office managers. To continue the benefits realized

by avoiding duplicate supplies and reducing costs, all district and area

stockmen should continue to be assigned to their Centralized Services Di-

vision district office supervisors. Implementation of this recommendation

will greatly strengthen management control, thus encouraging reduced

inventory levels.
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Department of Revenue

Fiscal 1982 Budget: $120.8-million, including $900,000 in federal

funds.

Positions Authorized: 1,010.

Positions Filled: 917.

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor and supervises

nine divisions.

The Department of Revenue administers tax programs, operates the

state's liquor enterprise, assesses property, and investigates welfare fraud.

The director supervises tv^^o deputies and the administrators of two major

divisions — Liquor and Property Assessment. The deputy directors over-

see activities in seven other divisions. One is in charge of the four tax di-

visions — Income Tax; Natural Resource and Corporation Tax; Motor

Fuels; and Miscellaneous Tax. The second deputy supervises the follow-

ing three staff divisions:

D Research and Information - Develops and supports department-wide

data processing systems needs.

n Legal and Enforcement - Investigates welfare and Medicaid fraud, en-

forces child support obligations, and provides legal services.

D Centralized Services - Manages accounting, personnel, payroll and

other required support functions.

These three divisions are discussed here while Liquor and Property As-

sessment are addressed in subsequent reports. Another section entitled

Operations discusses the four tax divisions.

The department's support service agencies are well run and generally effi-

cient. However, enforcement activities are hampered by heavy case

backlogs. Also, no cost/benefit analyses are conducted to justify data

processing system proposals.

Recommendations 295. initiate cost/benefit analyses on proposed systems developments.

The department does not have a formal system for evaluating the cost/

benefit of new systems development or enhancements. Therefore, au-

thorizations are made and priorities established without sufficient

information.

To ensure optimum effectiveness, the department should require a cost/

benefit analysis for each proposal. Before approval, the net program sav-

ing should be compared to alternative investments. Implementation will

improve planning and give priority status to high return proposals.

296. Increase the investigative staff in the Welfare Fraud Bureau.

The number of required investigations in the Legal and Enforcement Divi-

sion's Welfare Fraud Bureau is increasing. Many cases are backlogged,
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allowing inefficient use of state funds to continue. To solve this prob-

lem, three additional investigators should be hired at an estimated annual

cost of $90,000. However, the increased annual income to be attained

will be about $135,000 since each investigator normally saves $1.50 for

each support dollar. Furthermore, fear of discovery diminishes the num-

ber of improper claims.

Since increased staffing will discourage criminal activity, a 2% reduction

in the welfare cost will be anticipated. Prevention of potential fraud could

save $2.2-million annually but is not claimed. Therefore, a vigorous im-

plementation effort is encouraged.

297. Restructure the Child Support Enforcement Bureau.

This bureau in the Legal and Enforcement Division locates absent parents

and enforces legal obligations for financial support. The federal govern-

ment pays approximately 75% of the cost of this service in exchange for a

share of collections. Despite federal support, the program is not cost ef-

fective. Of the 1 2,000 cases on file, onlv about 1 ,500 are paying support

on a regular basis.

To maintain services and reduce expenses, the following measures should

be implemented;

o Combine program services and support payment activities into one

Administration Unit, eliminating five positions.

Reduce staffing in each of the four field offices to one investigator and

one administrative assistant. Field offices would report to a new In-

vestigation Unit headed by an attorney. Consolidation will eliminate

an additional 17 positions.

D Purge the files of inactive and closed cases, then concentrate on an

estimated 4,000 cases offering a higher success probability.

Cancel plans for a statewide case management data base. The pres-

ent system can handle projected needs after proposed changes.

Elimination of 22 positions will reduce office space requirements and

operating expenses, particularly data processing, travel and vehicle costs.

Revenue losses of approximately $28,000 of state and $67,000 of federal

monies, or 10% of total collections, will result. However, the saving in

salaries and operating expenses will total $129,000 for the state and

$389,000 lor the federal government.

Liquor Division

The Liquor Division controls retail beer, wine and liquor sales throughout

the state. It operates a network of 75 state-owned retail outlets with 219

authorized employees including 27 current vacancies. The administrator

supervises an additiorial 40 emplovees engaged in controlling 73 private-

120



ly operated liquor agencies as well as issuing liquor licenses to taverns,

restaurants and the like. The division's fiscal 1 982 sales target was $68.2-

million. Four bureaus report to the administrator:

Purchasing - Controls merchandise from the supplier to the Ware-

house Bureau. An automated forecasting system is used to purchase

approximately $29-million of liquor supplies annually, covering

928 regularly listed and 1,113 special items. Sale prices are set and

changed quarterly using legally established formulas.

D Warehouse - Receives and holds merchandise until ordered by state

or private retail stores. It ships over 700,000 cases annually.

D Stores - Operates state-owned outlets and supervises private liquor

agencies. The state owns private agency inventory and pays owners a

10% gross sales commission.

License - Controls new liquor licenses, renewals, transfers and tem-

porary permits.

The division faces numerous dilemmas. There is continual debate con-

cerning the quota system used to issue licenses. In addition, state oper-

ation of profit-making retail stores creates some conflict. Increased

operating expenses, lack of management direction, an uncontrolled in-

ventory, underutilized warehouse space, and costly operating procedures

are among the problems that require attention.

Recommendations 298. Abolish the state-owned liquor retailing system.

The state-owned retailing system was originated after Prohibition to con-

trol alcohol consumption. However, a gradually expanding emphasis on

generating revenue is evident. Currently, the Liquor Division operates un-

der a legislative mandate to return $1 3-million or 15% of net sales to the

General Fund each biennium. Clearly, the profit motive has overshad-

owed temperance in recent years. However, the division's financial per-

formance has deteriorated since the retail monopoly on table wine ended

in 1978. Net profits as a percentage of sales have declined from 21 .5% in

1974-75 to the current 12.7% while operating expenses have increased

76%. Therefore, the division is unlikely to meet its mandated goal.

Since the retailing system no longer serves its original purpose and does

not produce sufficient profits, it should be abolished. Services should be

shifted to the private sector and store inventories sold. However, the state

should retain purchasing and warehouse responsibilities because the

wholesale business is profitable and decontrol would eliminate existing

consumer price protection guarantees. Liquor licensing should be ex-

panded to include retail outlets and jobbers. To avoid changes in excise

and license tax laws, the existing 40% markup should be retained and a

10% trade discount offered. Furthermore, the warehouse should no long-

er ship orders. Instead, purchasers should arrange and pay for private

freight service.

Ending the retailing system will produce a one-time income of $11.4-

million from sale of Inventory and equipment to new operators. Eliminat-

ing the Stores Bureau and its staff of 227 plus increasing tax revenues,
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profits and interest income will generate a total additional income of ap-

proximately $3.9-million annually. Significant reductions in central sup-

port services could also be achieved but personnel would be needed to

expand licensing functions.

299. Phase out the liquor license quota system.

The present quota system for issuing liquor licenses is based on popula-

tion density. When the system was established, existing licenses were al-

lowed to remain. As a result, some areas have more licensed outlets than

should be authorized while the demand in rapidly growing cities exceeds

the supply.

A complex, cumbersome procedure is used to issue new licenses when
populations grow. Following deposit of a fee ranging as high as $20,000

and extensive bidder screening, an award is made to the candidate who
will "best serve" the public. The procedure is subjective. As a result, ap-

peals are frequent, time consuming and costly. In addition, the potential

for collusion exists. Once issued, licenses are legallv considered personal

property. They can be used as collateral for bank loans and can be sold

for huge profits. Public discontent with the system has generated a pro-

posal to abolish beer and wine licensing. This would cost the state $2- to

$5-million to implement.

To end inequities, a new system phasing out quotas should be installed

over a 10-year period. The following step-by-step procedure should be

employed in this process:

Reduce the population factor by 10% each year, gradually increasing

the number of city and county licenses allowed.

n Offer new licenses on a bid basis to all qualified buyers who meet le-

gal requirements.

Charge bidders a non-refundable fee to recover operating costs of the

program.

D Allocate license revenues from new licenses annually to existing li-

cense holders as compensation for reductions in personal property

values.

The quota system should be completely discontinued after 10 years or

when no bids are submitted for new licenses. License sale prices should

decrease from initial highs of approximately $120,000 to $10,000. Com-
pensating income awards are necessary because the proposed procedure

would reduce personal property value to achieve a public goal. However,

compensations would cease when each existing license holder receives

income matching the cost of the first license sold in a given area. After-

wards, liquor license fees would be fixed at $10,000, or $20,000 in cities

with over 10,000 population.

Implementation will gradually return the liquor business to the free mar-

ket as well as stimulate employment by expanding the restaurant indu-

stry. Eliminating the complex licensing system will save approximately

$31,000 paid annually for legal services at appeals and hearings. This
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proposal would also allow the state to avoid costly initiative processes to

repeal alcoholic beverage licenses. However, no additional saving is

claimed.

300. Delete table wines from the item selection list.

In 1978, table wine sales in grocery stores and pharmacies were legal-

ized. Since then, the volume of these items sold at state-owned liquor

stores has been reduced to 4.5% of current dollar sales. However, they

account for 1 5 to 22% of the total store inventory and occupy 20 to 25%

of available display space.

To increase productivity and decrease operating costs, table wines should

be removed from state liquor stores. Revenues would be unaffected be-

cause taxes would continue to be collected and paid by private sector

outlets. Eliminating table wines will produce a one-time inventory reduc-

tion of $1 .6-million. In addition, reduced purchasing and operating costs

will save $337,000 annually.

301. Restructure the administrative staff.

The division operates a $68-miHion yearly business without the services

of a financial analyst. Therefore, decisions are made without adequate

knowledge of long-range consequences. For example, no staff member

was qualified to analyze the benefits of the costly point-of-sale system

now being installed. In addition, the assistant administrator has no clearly

defined duties.

To improve control and decision making, a financial analyst should be

hired and the management analyst position eliminated at no change in

cost. Also, the assistant administrator position should be eliminated

which will save an estimated $33,000 annually.

302. Abandon the point-of-sale inventory program.

Point-of-sale equipment installation has been in process since 1974.

While this project is designed to control inventory costs, progress reports

indicate benefits are questionable. Furthermore, costs required to place

40 of the 148 stores on the system are not justified by projected savings.

Therefore, the program should be abandoned. Implementation will avoid

$759,000 in equipment costs plus $36,000 in annual operating costs.

303. Improve warehouse utilization.

The liquor warehouse was designed for larger storage requirements when

the division had a monopoly on wine sales. Now, only one-third of the

warehouse space is used. To rectify this situation, the structure should be

subdivided so it can also satisfy existing needs of the Department of Ad-

ministration's Central Stores and Records Management Bureaus. The one-

time cost for a security screen to divide the building is estimated at

$40,000. However, implementation will achieve a one-time income of

$240,000 from sale of the records management building.

304. Accelerate inventory turnover.

The liquor warehouse and retail outlets are overstocked because of poor

inventory procedures. Monthlv manual counts at each store take too long
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to be meaningful. Also, store managers have no established criteria for

stock turnover. Purchasing practices compound these difficulties by over-

loading the inventory with slow moving merchandise. In addition, the au-

tomated forecasting system issues inaccurate figures which encourage ex-

cessive purchasing.

To decrease inventories, specific turnover goals should be assigned to all

state-owned and agency outlets. The following modifications should ac-

celerate turnover and meet inventory reduction objectives:

Offer bonuses to managers who meet stock turnover goals.

Test market and track new items for six months before adding them

permanently to the selection list.

Adjust the forecasting formula to improve ordering accuracy.

Monitor the selection list more closely to detect and remove slow

moving items.

Raise the delisting criteria from 1 5 to 50 cases per month.

Change the acceptable stock outage level from to 8%.

Suggested turnover goals will decrease store inventories by $4.1 -million.

Also, reduced ordering volume will cut the warehouse inventory by 25%
for an additional $1.1 -million one-time saving. The combined one-time

saving of $5.2-million will improve cash flow and generate an additional

$61 8,000 in interest income annually by retaining the revenue in the Liq-

uor Division's revolving fund.

305. Reorganize district operations.

Currently, four district managers in the Stores Bureau supervise retail op-

erations throughout Montana. However, each is located in Helena, ne-

cessitating long travel times for store visits. Also, district managers are re-

assigned annually, interrupting continuity. Because of these factors,

district managers spend little time on in-store training or merchandising.

To strengthen management direction, the four districts should be reduced

to three, then district managers relocated to Missoula, Great Falls and

Billings. They should work out of their homes while clerical work should

be transferred to Stores Bureau support staff. Furthermore, managers

should concentrate their efforts on store operations, personnel training

and merchandising. The one-time relocation cost will be $3,000. How-

ever, eliminating one manager position will save $25,000 plus reduce

travel expenses by $10,000 for an annual saving of $35,000.

306. Convert low volume state stores into agency outlets.

Liquor outlets are graded by volume, with the highest volume stores as-

signed a 12. Financial analyses are performed periodically to determine

assigned grade. At a certain level, low volume stores are converted to

agency operation. However, conversions have not kept pace with declin-

ing sales and escalating costs.
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To increase profits, all state-owned sales outlets graded between seven

and 10 should be immediately converted to agency operation. While the

costs of agency commissions are estimated at $1 .5-million, the saving in

salary and operating cost will be about $1 ,8-million, producing a net sav-

ing of approximately $300,000 annually.

307. Change special order procedures.

A special order service was initiated because of the state's monopoly on

liquor. When a customer requests a non-standard item, an entire case is

bought even though the customer may buy only a single unit. Store mana-
gers also misuse the procedure to test market products. In both instances,

inventory is burdened with slow moving stock.

To control operations and reduce inventories, a central special ordering

system should be designed exclusively for customer use. This should in-

clude requirements for a deposit and a one case minimum order. Imple-

mentation will eliminate slow moving inventory items for an estimated

annual saving of $140,000.

308. Develop a complaint procedure.

Problems go undetected because stores lack a formal customer complaint

procedure. One should be developed so complaints can be centrally

processed in division offices, then responsibility for corrective action as-

signed to district managers. Implementation will identify difficulties and

improve service.

Property Assessment Division

This division appraises taxable property and ensures uniform county val-

uations. An $8.4-million fiscal 1982 budget supported 430 employees

plus 1 5 vacancies. The administrator supervises five bureaus for assessing

intercounty, personal, industrial, residential-commercial, and agricultur-

al properties.

High administrative turnover has resulted in a lack of clear direction and

has generated an employee morale problem. However, a number of posi-

tive steps have recently been initiated to strengthen operations. Inade-

quate certification procedures and a poor timber assessment system were
noted. Also, staff assignments for the statewide reappraisal in progress are

not appropriate while time-consuming manual processing is required for

real and personal property assessments.

Recommendations 309. Centralize property assessment activities in the state office.

In most counties, complex property tax processing and reporting systems

are time consuming and involve many manual procedures. Furthermore,

the state pays personnel and operating expenses for assessments. Cascade
County has installed an advanced computer program for property assess-

ments which has simplified procedures. However, attempts by 14 other

counties to automate have resulted in high costs, little equipment com-
patibility, and few staff reductions.
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To increase efficiency and control costs, property assessment activi-

ties should be centralized. The following measures are required for

implementation:

Place the Cascade County system, with modification, on the Depart-

ment of Administration computer so all forms will be centrally initi-

ated and processed.

Enter all personal and real property data from the 56 counties.

Employ a staff of 20 to enter data on a regular basis.

Create an audit and information section to supervise compliance and

provide information.

D Use computer printouts for county taxable property reports.

Retain county assessors at reduced compensation until a constitu-

tional amendment can eliminate their necessity. Transfer existing

support staff to the mass property reappraisal program in progress,

leaving county offices permanently staffed with only one clerk and

required appraisers.

One-time equipment and programming costs are estimated at $289,000

while annual operating costs will be an additional $1 .8-million. Howev-
er, an annual saving of $4.7-miliion in supplies, equipment and salaries

will offset this.

310. Require staff assessor certification.

Personal property assessments vary throughout the state. A lack of train-

ing and certification programs for staff assessors causes these inequities

and resulting taxpayer appeals. Therefore, the Personal Property Bureau

should establish certification standards and initiate a required training

program.

The initial one-time training cost for the current staff will be approximate-

ly $29,000. Continued training for new employees will require an ad-

ditional $4,000 annually. However, implementation of this proposal

will reduce appeals by ensuring statewide unilormitv in assessment

procedures.

311. Reevaluate the timber appraisal system.

Outdated timberland assessment methods encourage poor timber man-
agement. Valuations are based on the number of trees remaining in a giv-

en area. Therefore, clear-cutting produces a tax advantage and reforesta-

tion causes assessments to raise.

To solve this problem, a productivity system should be substituted. Since

all timberlands must be reevaluated to provide an assessment base, a

study should be commissioned to develop a cost/benefit analysis for an

appropriate reclassification (procedure. The one-time cost is estimated at

$15,000. However, implementation will ensure timberland assessment

accuracy on a fair basis.
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312. Change staff requirements for statewide real property
reappraisal.

Over 1 80 employees are being used to conduct a real property reapprais-

al in 56 counties. About 70% of the task is clerical, with the remainder
requiring an appraiser tor on-site valuations. However, staffing patterns

do not correctly reflect the estimated work load since clerks and apprais-

ers are being assigned in equal numbers. Also, salaries are too low to at-

tract qualified appraisers.

To correct these deficiencies, 32 appraiser positions in counties with
three or more staff should be downgraded from appraiser to appraisal

clerk. Salaries of the remaining 25 appraisers in these counties should
be elevated two grade levels. Furthermore, the 1 1 remaining appraisers

in counties with less than three appraisers should be promoted to ap-

praisal supervisors. These modifications will improve services at no in-

creased cost.

313. Require a state building permit.

County appraisers use local building permit records to identify new struc-

tures for addition to the tax rolls. However, rural construction projects fre-

quently are not subject to permit requirements. This forces appraisers to

rely on observation and hearsay.

To ensure identification, a state building permit should be required for all

construction. A minimal $5 fee would recover administrative costs while
a $50 fine should be levied for non-compliance. Implementation will en-

sure timely assessments and increase income by $19,000 annually.

Operations

Revenue collection programs in four separate divisions are supervised by
the Deputy Director for Operations. The $8.3-million fiscal 1 982 budget
supported 130 employees plus nine vacancies. Separate administrators

manage each of the following division's activities.

Income Tax - Maintains three bureaus. The Examining Bureau has
separate field and office examining sections to audit returns plus a tax

compliance section to identify violators. The Withholding Bureau
has sections for accounts receivable, examining and general ac-

counting while the Administrative Services Bureau screens returns,

manages delinquent tax collections, and stores records.

Natural Resource and Corporation Tax - Operates two separate bu-
reaus. About 20,000 examinations are conducted by auditors in the

Corporate Tax Bureau while coal mine, oil, electrical energy and nat-

ural gas producers' returns are examined in the Natural Resource Tax
Bureau.

Motor Fuels - Licenses the purchase and distribution of diesel fuel. It

also collects gasoline, gasohol, aviation and diesel fuel taxes.
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Miscellaneous Tax - Administers the state inheritance tax program,

processing approximately 5,000 requests annually. Cigarette, store

license, telephone company and other tax programs are managed

as well.

These four divisions are successfully fulfilling assigned goals. However,

responsibilities in the understaffed Income Tax Division are not aligned

properly. Inadequate penalty rates are applied. The Natural Resource and

Corporation Tax Division's efficiency is reduced because available natu-

ral resource data must be manually retrieved. In addition, a complicated

organizational structure and excessive supervision hinder operations in

the Miscellaneous Tax Di\'ision.

Recommendations 314. increase income Tax Division staffing.

Because work loads in several sections exceed staff capabilities, opportu-

nities to maximize revenue collections are missed. To reverse this trend,

10 positions — two in the compliance section of the Examining Bureau;

two in the collection section of the Administrative Services Bureau; and

six in the audit section of the Withholding Bureau— should be added im-

mediately. Implementation will cost approximately $211,000 annually.

However, improved efficiency will increase yearly tax collection income

by an estimated $2-million.

315. Eliminate the Withholding Bureau in the Income Tax Division.

Currently, Withholding Bureau activities are concentrated on installing a

computerized system and removing a case backlog. When both goals

are achieved, the work load will diminish significantly. At that time,

the Withholding Bureau should be eliminated. The Examining Section

should be added to the Examining Bureau, but accounts receivable and

general accounting activities should be transferred to the Administrative

Services Bureau. Implementation will align related functions, stimulate

cooperation, and eliminate one bureau chief position for an annual sav-

ing of $33,000.

316. Expand the estimated tax payment requirements.

Currently, Montana law requires self-employed taxpayers to file an esti-

mated tax return but the law excludes farmers and ranchers. Furthermore,

penalties are not assessed against those who do not pay. This encourages

taxpayers to delay payments until the required filing date. Therelore, the

farmer and rancher exemption should be abolished and a penalty estab-

lished for failure to pav estimated taxes. Implementation will increase

timely payments and improve cash flow, generating ^in additional $1.5-

million in annual income.

317. Adopt the federal overdue lax interest rate.

Currently, the interest rate charged on overdue taxes is 9%. This encour-

ages taxpayers to withhold payments because they can earn more by in-

vesting funds in high interest bearing instruments. The rate charged by the

federal Internal Revenue Service is more realistic and provides an incen-

tive to pay on time. Thus, legislation should be enacted to automatically

adopt the current federal rate. Implemenlalion will conservatively in-

crease annual income by $550,000.
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318. Increase the Natural Resources and Corporation Tax Division's

auditor staff.

This division conducts on-site tax audits of multi-state corporations at

their home offices. Each auditor identifies between $600,000 and $1.5-

million in underpayments annually. However, a lack of staff prevents an-

nual audits of all candidates. To increase collections, two additional natu-

ral resource tax auditors and one corporate tax auditor should be hired.

Annual salary and travel costs are estimated at $82,000. However, these

staff members will produce a minimum of $1 .8-million in additional an-

nual income.

319. Reorganize the Miscellaneous Tax Division.

Supervision in this division is unnecessarily fragmented for a staff of 1 7.

The administrator oversees technical operations while the assistant moni-
tors personnel activities. To streamline operations and emphasize pro-

grams, the assistant administrator's duties should be transferred to the ad-

ministrator and the assistant's position eliminated. An additional bureau
should also be created so that one manages inheritance taxes while the

second would administer remaining miscellaneous tax programs. No fi-

nancial benefit is claimed because the cost of a new bureau chief would
be offset by the saving realized by eliminating a position.

320. Increase cigarette license fees.

Cigarette license regulatory fees established in 1969 are inadequate. Cur-

rently, owners with one to nine points of sale are charged $5 while $50 is

assessed for 10 or more locations. The license fee should be increased to

a uniform rate of $8 per machine to recover operating costs. Implementa-
tion will conservatively generate an additional $8,000 in annual income.

Department of Commerce

Fiscal 1982 Budget: $35-million, including $14.8-million in federal

funds.

Positions Authorized: 172.

Positions Filled: 161.

Chief Operating Officer: Director.

Reporting Structure: The director reports to the Governor and supervises

five divisions plus the Financial Bureau.

The Department of Commerce promotes and controls economic growth
by assisting and regulating business development, managing community
assistance programs, and issuing professional and occupational licenses.

It is responsible for transportation and aeronautics as well. Organization-

ally, five divisions report to the director, who also chairs the State Bank-
ing Board. The following divisions are covered here while the Aeronau-
tics Division and Financial Bureau are included as separate sections:

Business and Professional Licensing - Regulates and licenses busi-

nesses through Bureaus for Professional and Occupational Licensing,
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Weights and Measures, and Milk Control plus a Consumer Affairs

Unit. The County Printing Board is also supported by this di\ ision.

n Economic and Community Development - Assists businesses and

communities with planning, counseling and research services. It op-

erates the Montana Promotional Bureau tor tourism and a Develop-

ment Bureau that includes a section offering federally funded rental

assistance to lower income residents. The Board of Housing reports

to this division as well.

Transportation Division - Provides technical, planning and financial

assistance to transportation agencies and users through its Litigation

and Analysis as well as Planning and Assistance Bureaus. The former

offers transportation-related legal assistance and economic analyses

while the latter has sections devoted to both community and passen-

ger transit. This division also supports the Governor's Transportation

Advisory Council.

Centralized Services - Provides general management support to all

branches of the department.

The Department of Commerce, which became operational in luly 1981,

was created by consolidating three other departments. Some reorganiza-

tion problems remain, including improperly planned work space, inade-

quate use of central services, and fragmented organizational units.

Recommendations 321. Remodel the department office areas.

A number of spatial problems are limiting productivity because office in-

terior alterations were not properly planned. As a result, floor space is

poorly divided to house only a few employees and some offices are in the

traffic pattern between sections. A storage shortage creates clutter as well.

Air conditioning and heating is inadequate and use of space heaters cre-

ates a fire hazard.

To solve these problems and restore a professional appearance, the offices

should be remodeled. A space planner should consider the special needs

of office occupants, with redesign work phased in to minimize inconven-

ience. The cost of modifications to make this building functional is esti-

mated at $560,000. However, morale and productivity will increase sig-

nificantly while the fire hazard will be reduced.

322. Reorganize staff assignments in the Centralized Services Division.

Little administrative direction is available to the accounting technicians

and clerical staff in the Centralized Services Division since the account-

ant supervisor position is filled by two half-time employees. One per-

forms functions exclusively for the Professional and Occupational Licens-

ing Bureau in another division, while the other has been devoting time to

reorganization problems which are now solved. Furthermore, implemen-

tation of a centralized payroll system will create additional time savings

for the current staff.

Since many functions of the accountant supervisor are no longer re-

quired, the position should be eliminated, with any remaining duties as-
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signed to other employees. In addition, all clerical personnel, with the

exception of the administrator's secretary, should be placed under the su-

pervision of an accountant. Implementation will improve supervision and

productivity while producing an estimated annual saving of approximate-

ly $25,000.

323. Hire an additional attorney for the Business and Professional Li-

censing Division.

This division's legal staff is overworked and unable to complete the as-

signed work load promptly. Therefore, an additional attorney should be

hired. Implementation will cost $28,000 annually but provide the man-

power required to accomplish necessary tasks.

324. Centralize word processing functions.

Many bureaus spend time processing repetitive price schedules, corre-

spondence, reports, meeting notifications and other documents suitable

for word processing equipment. However, individually they could not

justify the cost of required hardware. Therefore, a two-station word proc-

essing center should be established in the Centralized Services Division,

using equipment with editing and arithmetic capabilities compatible with

other state-owned hardware. While the one-time equipment cost will be

about $32,000, only two clerk typists will be required for operations. This

will reduce the staff by six positions saving $89,000 annually.

325. Improve contract management procedures.

Current procedures for awarding and administering outside service con-

tracts lack proper controls. Contracts over $5,000 are competitively bid

and approved by four administrators. However, those under $5,000 are

awarded by program directors, who then serve as department liaisons to

monitor contractor performance and authorize payments.

To properly segregate duties, a new procedure should be developed for

all contracts under $5,000. It would require the signatures of both the li-

aisons and their supervisors. Furthermore, responsibility for monitoring

contracts against terms and payment authorization should be assigned

to different individuals. Establishing controls will reduce the possibility

of misappropriations while improving delivery of contractual services.

Based on industrial experience, a 2% improvement in delivery is conser-

vatively estimated to save $26,000 annually.

326. Reorganize the Professional and Occupational Licensing Bureau.

Lines of communication between the bureau chief and staff members are

unclear and fragmented. Currently, the chief attempts to directly super-

vise approximately 25 people servicing some 27 licensing boards. This

span of control is too broad for effective administration.

To clearly identify functional responsibility and provide improved serv-

ice, the bureau should be reorganized. Three sections should be formed,

with one staff member promoted to head each. A proposed Health Sec-

tion will direct 1 5 boards licensing practitioners. A Building Section will

service seven boards issuing construction- related licenses. Finally, a Mis-

cellaneous Section will manage the five remaining boards.
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Implementation will 'increase supervision as well as enable the bureau

chief to provide overall direction and support. The annual cost to upgrade

three positions is estimated at $15,000.

327. Transfer milk production licensing operations to the Department

of Livestock.

Milk producers must obtain licenses from two separate state agencies —
the Milk Control Bureau in the Division of Business and Professional

Licensing and the Animal Health Division in the Department of Live-

stock. These duplicative efforts should be eliminated by transferring the

Milk Control Bureau's license function to the Animal Health Division.

The current $2 license fee would be added to Animal Health's fee to offset

costs. Postage and supplies will be saved through fewer mailings, while

increasing clerical time available for other activities in the Milk Control

Bureau.

328. Abolish the County Printing Board.

The County Printing Board is responsible for setting maximum prices as

well as printing and legal advertising standards for all counties. The board

is ineffective and inactive, meeting last in 1979. While state law still re-

quires competitive bidding for printing, 63% of Montana's counties have

only one qualified printer. Furthermore, maximum prices set in 1979 are

too low to generate bidder interest. Since no evidence exists to indicate

the current system results in lower costs, the Legislature should abolish

the County Printing Board. Eliminating travel expenses and per diem pay-

ments to board members will result in an annual saving of $1,000.

329. Transfer private post-secondary school licensing to the Depart-

ment of Education.

The Consumer Affairs Unit lacks the expertise to evaluate curricula before

licensing private post-secondary trade and professional schools. To inte-

grate related responsibilities, this function should be transferred to the

Department of Education. Evaluations will then be conducted by a more

qualified staff.

330. Increase licensing fees in the Weights and Measures Bureau.

Approximately 30% of the bureau's work involves consumer protection

while the remainder is in licensing. However, outdated license fees only

recover 39% of operating costs. To increase revenues, the Legislature

should give the bureau authority to set fees so they generate an appropri-

ate 70% cost recovery. Implementation will increase annual income by

$120,000.

331. Establish a 50% late penalty charge for overdue weighing device

licenses.

The state does not impose a late penalty charge for failure to renew

weighing device licenses. As a result, some revenues are not received on

a timely basis. By establishing a 50% late charge, the bureau will improve

cash flow. However, compliance rather than collections should be em-

phasized. Implementation will also expedite compilation of a complete

list of licensed weighing machines needed to establish annual inspection

and testing schedules.
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332. Budget special expenses for the Economic and Community Devel-
opment Division.

Certain entertainment expenses are not covered by the state's per diem
guidelines. However, these non-reimbursable items are a necessary part
of promoting Montana's economic advantages to a prospective develop-
er. To assist division employees in performing their duties, approximately
$3,000 should be funded annually for these special expenses. With the
department director's approval, the fund should be used only to support
promotional activities not covered by alternate sources.

333. Reassign personnel to assist the Commodities Transit Section in
the Transportation Division.

A backlog of work in this section threatens to cause loss of federal pro-
gram funding if deadlines are not met. To ensure continuation of currently
administered programs, personnel from other offices should be temporar-
ily reassigned to assist in eliminating the accumulated work load. Al-
though no monetary saving is claimed, loss of funding would adversely
affect the state's transportation system.

334. Merge the Board of Housing and Housing Section into one
division.

The Board of Housing staff reports to the Division of Economic and Com-
munity Development. However, the groups seldom interact, diminishing
management control. Furthermore, the goal of the Housing Section with-
in this division is more closely related to the board's objective to provide
shelter to low and moderate income families than to the division's overall
mission.

To centralize housing assistance programs, the Board of Housing and
Housing Section should merge to become a sixth division within the De-
partment of Commerce. Supervision of the proposed Division of Hous-
ing would be assumed by the board's administrative officer. Two sections
would be created. The current Housing Section would become the Rental
Section, while the Board of Housing's functions would be incorporat-
ed in a Mortgage Section. Although staffing will remain the same im-
plementation will align related functions, establishing clearer lines of
communication.

335. Relocate the Board of Housing.

The Board of Housing is located in a separate building leased for over
$14,000 annually. To simplify administrative operations, the Board of
Housing should be moved to the Department of Commerce building
when the proposed remodeling has been completed. Relocation will save
an estimated $24,000 annually including duplicate expenses for office
and photocopy equipment.

336. Complete the transfer of the Coordinator of Indian Affairs.

The Coordinator of Indian Affairs' staff has been physically transferred to
the Office of the Governor. However, the administrative functions and
budget continue to be responsibilities of the Economic and Community
Development Division. To clearly define accountability and control, leg-
islation should be enacted to authorize completion of the transfer.
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Aeronautics Division

Airport development and operations, aeronautical search and rescue mis-

sions, and aerospace education are all responsibilities ot the Aeronautics

Division. This group manages West Yellowstone Airport for six months

each vear as well. The $750,000 fiscal 1982 operating budget was de-

rived from a $0.01 per gallon aviation fuel tax.

A seven-member Aeronautics Board monitors division activities and pro-

vides advice. An authorized staff of 13, including three current vacan-

cies, is supervised by an administrator. Operations are divided between

Airport/Airways and Safety and Education Bureaus.

Division members perform their duties effectively. However, several

budgetary and staff work load issues need to be addressed. Also, lack of

communication between divisions limits planning.

Recommendations 337. Replace the Aeronautics Board with an Aeronautics Advisory

Council.

Although It is now primarily an advisory body, the Aeronautics Board

meets frequently to monitor division operations. The board recently lost

its power to establish commercial air fares for Montana carriers by an At-

torney General's ruling. It still has the power to issue industrial revenue

bonds for commercial carriers, but none have been sold to date.

To limit this group to an advisory status, the Aeronautics Board should be

abolished and replaced by an Aeronautics Advisory Council with the

same representation. The new council should meet half as frequently as

the board. Implementation will provide the Aeronautics Division with the

ongoing services of the council's expert members, while diminishing its

monitoring responsibilities. The annual saving in meeting expenses is es-

timated at $10,000.

338. Coordinate long-range transportation planning.

Separate groups in the Airport/Airways Bureau and the Department of

Highways as well as two bureaus in the Transportation Division fulfill

planning responsibilities. Because these agencies do not coordinate ef-

forts, the state has no long-range transportation plan. Therefore, a com-

mittee composed of air, commodity, passenger and highway transit repre-

sentatives should be formed to develop such a plan. Recommendations

made by the Governcjr's Transportation Advisory Council should be inte-

grated with this proposal. Implementation will improve transportation

services throughout Montana.

339. Raise the aviation gas tax.

The $0.01 per gallon aviation gas tax does not supply enough revenue to

recover expenses. Therefore, the division operates without sufficient staff

to adequately carry out programs. To protect the aeronautical community

from service cuts, legislation should be enacted to raise the aviation gas

tax to cover the cost of operating this division, which currently has an an-

nual deficit of $100,000.
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340. Establish inventory controls at the aeronautical supply store.

The division sells aeronautical supplies and safety equipment to state air-

ports. However, purchasing and inventory records are inadequate. To en-
sure correct pricing and prompt reordering, a card system should be em-
ployed to record required sales information on each item in stock. A
yearly inventory should also be conducted to help determine an appropri-
ate cost factor, with responsibility for the entire system assigned to one in-

dividual. While no saving is claimed, implementation will increase effi-

ciency and lower inventory investment by 25 to 50%.

341. Eliminate the part-time file clerk.

There is not enough clerical and administrative work to keep the part-

time and two full-time employees busy. For example, the secretary only
has a 50% work load. To equalize responsibilities, the part-time file clerk
position should be eliminated, with duties assigned to the secretary. The
annual saving is estimated at $7,000.

Financial Bureau

To safeguard the public's deposits in state chartered financial institutions,

the Financial Bureau routinely conducts on-site bank, savings and loan,
and credit union field examinations. In addition, this bureau issues new
charters and supervises mergers, consolidations and relocations of banks.
The Commissioner of Financial Institutions, who heads the Financial Bu-
reau, supervises 18 positions and reports to the Director, Department of
Commerce. The director is chairman of the State Banking Board. Approx-
imately 60% of the bureau's $576,000 fiscal 1982 operating budget was
derived from earned income.

The commissioner schedules examinations and manages activities to sup-
port the staff of bank and consumer loan examiners. This is a well-
managed bureau, with experienced, qualified personnel. FHowever, field

examiners are not receiving training in state-of-the-art procedures and
techniques, particularly electronic data processing. Performance apprais-
als are not conducted regularly and overall operations rely heavily on the
expertise of the current commissioner.

Recommendations 342. Train a successor to the Commissioner of Financial Institutions.

Since the Commissioner of Financial Institutions has been in charge for

many years, he is the only employee who knows how to perform many vi-

tal functions such as scheduling of examinations or determining bank rat-

ings. The sudden loss of these services would have a detrimental impact
on operations.

To prevent foreseeable difficulties, the vacant supervising examiner posi-
tion should be filled by a candidate qualified to assume the commission-
er's duties. The non-budgeted part-time clerk substituted for this author-
ized position will have to be eliminated to maintain approved staffing

levels. Implementation will ensure a logical successor to the commission-
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er, while incurring no additional costs since the supervising examiner's

position is funded.

343. Establish a satellite office in Billings.

Approximately one-third of the bank examinations are conducted in the

eastern portion of Montana. Since all field examiners are based in Hele-

na, unnecessary time is spent traveling to on-site examinations. Travel

costs are high and the amount of travel required is the primary cause of

employee turnover.

To improve operations, a satellite office should be established in Billings.

All administrative support services would be performed in Helena, while

the new office would utilize one senior and four field examiners for east-

ern sector examinations.

Implementation will limit travel requirements, create a more stable work-

force, and save over 1,300 examiner hours in reduced driving time. A
one-time cost of $5,000 will be incurred to relocate five examiners. The

small office space expense is estimated at $1,000 annually. However,

lodging and per diem reimbursements will be reduced by $16,000.

344. Set fees to recover operating costs.

State-chartered bank and credit unions pay annual supervision fees and

examination charges are levied only when the state conducts an exami-

nation. Savings and loan associations pay nothing. All charges are legally

established but fail to cover bureau operating costs. During fiscal 1982,

this represents an operating deficit of $235,000.

Legislation should be enacted to give the State Banking Board the authori-

ty to set supervision and examination fees in order to balance income and

expenses. Collection income should be earmarked to support the bureau

and provide for development of field examiners. Increased annual in-

come will be $235,000 to offset costs.
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Digest of Recommendations

RECOMMENDATIONS

Office of the Governor

1. Integrate business-related services under a

new Business Administrator.

2. Establish an operations analysis unit.

3. Coordinate interdepartmental program and

policy-making efforts.

4. Record all contacts with the Office of the

Governor.

5. Improve state government security.

6. Implement the recommendations of the Legis-

lative Auditor.

7. Improve coordination between legislative and

OBPP analysts.

8. Increase departmental participation in budg-

et planning.

9. Prepare a cost/benefit analysis for all major

appropriation requests.

10. Consider adopting the federal fiscal year.

11. Establish a statewide training program.

12. Reduce the use of private consultants.

13. Manage access to personal records.

14. Coordinate the sharing of natural resource

information.

ACTION
REQUIRED



RKOMMENDATIONS

21. Replace the portfolio management system

computer program.

22. Eliminate the current ratio test for

investments.

23. Change payroll procedures to improve

efficiency.

24. Monitor and control employee absenteeism.

25. Establish a standard job announcement form.

26. Eliminate five-year longevity allowances.

27. Require management personnel to sever un-

ion affiliations.

28. Develop and implement an employee opinion

survey.

29. Centralize control over capitol complex

photocopy equipment.

ACTION
REQUIRED



RECOMMENDATIONS

43. Investigate all vendors when acquiring or

replacing data processing equipment.

44. Conduct a cost/benefit study of the word

processing text management system.

45. Increase use of computer output to micro-

fiche capabilities.

46. Require the Research and Statistical Services

plus Consulting Services Bureaus to be

self-supporting.

47. Centralize data processing capabilities within

one bureau in each department.

48. Eliminate intradepartmental billing for data

processing services.

ACTION
REQUIRED



RECOMMENDATIONS

62. Improve equipment purchase and disposal

procedures.

63. Reduce the scope of Surplus Property Bureau

activities.

64. Store all state property and records in govern-

ment facilities.

ACTION
REQUIRED



RECOMMENDATIONS
ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

Vehicle Management

83. Centralize vehicle fleet management in the Legislative

Department of Administration.

84. Reassign the motor pool to the proposed Divi- Legislative

sion of Fleet Management.

85. Use consolidated bulk fuel facilities. Executive

86. Calibrate bulk fuel facility meters regularly. Executive

87. Develop a cost-effective maintenance and re- Executive

pair program.

88. Enforce accident reporting procedures. Executive

Annual Saving

One-Time Income

Annual Saving

One-Time Cost

$420,000

$480,000

$333,000

$ 80,000

Department of Labor and Industry

89. Establish detailed definitions and review Executive

standards.

90. Hire an additional claims investigator.

96. Abolish the Apprenticeship Bureau.

Executive

Legislative91. Amend the Montana Human Rights Act.

92. Eliminate the attorney's position in the Hu- Executive

man Rights Division.

93. Reassign human rights activities to the Labor Executive

Standards Division.

94. Establish a case docketing, tracking and Executive

reporting system in the Personnel Appeals

Division.

95. Conduct annual performance reviews in the Executive

Personnel Appeals Division.

Legislative

Annual Saving

Annual Income

Annual Cost

Annual Saving

Annual Cost

Annual Saving

Annual Saving

Annual Saving

(Federal)

$415,000

$ 84,000

$ 16,000

$ 28,000

$ 15,000

$ 8,000

$ 57,000

$ 55,000

Unemployment Insurance Division

97. Adopt a common employer report form. Executive

98. Suspend the employer copy of the quarterly Executive

wage report form.

99. Merge the Contributions and Employer Serv- Executive

ices Bureaus.

100. Improve collection efforts. Executive

101. Shorten collection processing time. Executive

Annual Saving

(Federal)

Annual Saving

(Federal)

Annual Saving

(Federal)

Annual Income

$ 40,000

$ 1 ,000

$ 33,000

$227,000
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*CTION

REQUIRED
FINANCIAL
IMPACT

ESTIMATED
VbtOUNT

102. Transfer unemployment insurance funds to

Ihe state clearing account.

Executive Annual Income $ 94,000

Workers' Compensation Division

103. Discontinue State Insurance Fund expansion Executive

plans.

104. Conduct a study to determine reorganization Executive

alternatives.

105. Reduce the administrator's role in approving Executive

claim settlements.

106. Contract for private claims' audits. Executive

107. Reduce paperwork and file storage Executive

requirements.

108. Accelerate the automation of recordkeeping

systems.

109. Establish a dividend reserve fund. Executive

1 1 0. Increase protection for uninsured employees. Executive

111. Eliminate the use of the National Council of Legislative

Compensation Insurers' rate modification

factors.

112. Improve field inspectors' earning potential. Executive Annual Cost

Annual Saving

Annual Cost

Annual Saving

Executive Annual Saving

Annual Income

Annual Cost

$ 36,000

$ 13,000

$ 71,000

$ 89,000

$275,000

$275,000

$ 22,000

Job Service and Training Division

113. Cancel the Job Service's Bozeman construe- Executive

tion plan.

114. Improve communication and decision making Executive

in the job Service and Training Division.

115. Improve placement data collection. Executive

116. Eliminate the teacher placement program in Executive

the job Service and Training Division.

117. Reorganize employment and training Executive

activities.

118. Automate fiscal recordkeeping systems. Executive

119. Improve management control over informa- Executive

lion systems.

One-Time Income

Annual Income

(Federal)

Annual Saving

(Federal)

Annual Saving

(Federal)

$186,000

$138,000

$ 21,000

$187,000

Department of Military Affairs

120. Eliminate the Assistant Adjutant General/ Executive

Deputy Director's position.

Annual Saving $ 37,000
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RECOMMENDATIONS ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

121. Improve the repair and mainlenance Executive

program.

122. Develop an energy conservation program. Executive

123. Increase rental income from armories. Executive

124. Reduce armory costs through leasing. Executive

Annual Cost

Annual Saving

Annual Income

Department of Social and Rehabilitation Services

125. Reorganize the Department of Social and Re- Executive

habilitation Services.

126. Participate in developing a statewide data Executive

processing plan.

127. Substitute on-line for key entry procedures. Executive

128. Increase use of central word processing. Executive

129. Develop managerial and technical training Executive

programs.

130. Reduce eligibility determination error rates. Executive

131. Provide clear field directives. Executive

132. Expand the third party review program. Executive

133. Evaluate Medicaid claim processing contrac- Executive

tor performance.

134. Abolish the Veterans Affairs Division. Legislative

135. Close three Rehabilitative Services Division Executive

district offices.

136. Provide Indian reservation counseling on a Executive

half-time basis.

Community Services Division

137. Strengthen state control over county offices. Legislative

Annual Saving

Annual Saving

Annual Cost

One-Time Cost

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annual Saving

Annual Cost

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annual Saving

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annual Cost

(Federal)

$ 89,000

$ 20,000

$ 50,000

$ 60,000

$ 51,000

$ 29,000

$ 30,000

$805,000

$1 .5-million

$ 60,000

$ 86,000

$ 51,000

$350,000

$650,000

$ 43,000

$443,000

$ 19,000

$ 77,000

$ 4,000

$ 19,000

$ 87,000

$202,000

$ 54,000

$125,000
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138. Strengthen county welfare director

requirements.

139. Abolish the Area Agencies on Aging.

ACTION
REQUIRED



RECOMMENDATIONS

155. Expand the prison vocational-technical food

program services.

156. Modernize prison ranch operations.

157. Eliminate the prison auto shop.

1 58. Redefine the role of Swan River's food service

manager.

159. Purchase food service equipment required at

Swan River.

1 60. Purchase an office computer for the Pine Hills

School.

161. Sell the Pine Hills School's employee housing

units.

162. Hire a part-time dietician at the Pine Hills

School.

163. Establish a cafeteria-style food service at the

Pine Hills School.

ACTION
REQUIRED



RECOMMENDATIONS
ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

174. Reassign Montana Veterans Home custodial

staff to the maintenance supervisor.

Executive Annual Saving $ 17,000

Department of Health and Environmental Sciences

175. Redefine the qualifications for the director. Executive

176. Reassign the laboratory bureaus to appropri

ate divisions.

180. Schedule biennial grant funding audits.

189. Eliminate authorized but unnecessary posi-

tions in the Environmental Sciences Division.

Executive Annual Saving

177. Reassign the legal staff to the Attorney Executive

General.

178. Improve communications between Central Executive

Services and operating divisions.

179. Consolidate systems analysis in the Central Executive

Services Division.

Executive

181. Transfer all certification and licensing activi- Executive

ties to the Licensing and Certification Bureau.

182. Raise the fees to copy and search birth Legislative

certificates.

183. Establish appropriate statistical program Executive

parameters.

184. Develop a procedures manual for staff Executive

training.

185. Change the processing procedure for birth Executive

certificate requests.

1 86. Monitor and control the effectiveness of local Executive

registrars.

187. Increase license and certification fees in the Legislative

Hospital and Medical Facilities Division.

188. Charge fees for microbiology laboratory Executive

services.

Executive

Annual Saving

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Income

Annual Saving

Annual Saving

Annual Income

Annual Income

$ 20,000

$ 66,000

$ 29,000

$ 7,000

$ 16,000

$ 27,000

$ 40,000

$ 5,000

$144,000

$350,000

Health Services Division

190. Reorganize the Health Services Division. Executive

191. Establish three regional service centers. Executive

192. Consolidate the office space assigned to two Executive

bureaus.

Annual Saving

Annual Cost

$555,000

$ 20,000
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ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

Department of Natural Resources and Conservation

193. Improve human resource management. Executive

194. Consolidate public information functions. Executive

195. Eliminate the Special Staff Unit. Executive

196. Reorganize the Centralized Services Division. Executive

197. Centralize the financial administration of Executive

loan and grant programs.

198. Modify the renewable alternative energy Legislative

program.

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annual Cost

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Income

$ 15,000

$ 12,000

$ 77,000

$ 5,000

$ 54,000

$ 3,000

$ 29,000

$ 2,000

$ 48,000

$ 43,000

$2-million

$200,000

Energy Division

199. Restructure planning and analysis activities. Executive

200. Assign project management duties to an inter- Executive

disciplinary team.

201. Assign responsibility for records Executive

management.

202. Reorganize the Conservation and Renewable Executive

Energy Bureau.

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

Annual Saving

(Federal)

$ 26,000

$ 7,000

$ 10,000

$ 40,000

$ 32,000

Conservation Districts Division

203. Amend the procedure to change conservation Legislative

district boundaries.

204. Increase rangeland improvement loan inter- Executive

est rates.

Annual Income $ 84,000

Water Resources Division

205. Restructure the Water Resources Division.

206. Eliminate the recording of water rights in

county court houses.

Executive

Legislative

Annual Saving

Annual Saving

One-Time Savinc

$213,000

$ 35,000

$875,000
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REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

207. Charge the losing party for water rights' adju- Legislative

dication costs.

208. Consolidate water permit, regulation and en- Executive

forcement activities.

Annual Income

Annual Saving

$200,000

$315,000

Oil and Gas Conservation Division

209. Merge the Helena activities info the Billings Executive

office.

210. Implement automated records management Executive

and reporting systems.

211. Have the Department of Revenue administer Executive

the producer's conservation tax.

Annual Saving

One-Time Cost

Annual Saving

Annual Cost

One-Time Cost

Annual Saving

One-Time Cost

$ 19,000

$ 5,000

$ 34,000

$ 15,000

$ 25,000

$ 21,000

$ 3,000

212. Eliminate the drilling permit fee. Legislative

Department of Fish, Wildlife and Parks

213. Reorganize the Department of Fish, Wildlife Executive

and Parks.

214. Develop a comprehensive department plan- Executive

ning process.

215. Establish fish pond and game farm license Legislative

fees.

216. Increase hunting and fishing license fees. Legislative

217. Revise resident license fee discounts. Legislative

218. Charge interest on overdue license dealer Legislative

balances.

219. Change big game license procedures. Executive

220. Change the engineering requirement for con- Legislative

struction projects.

221. Improve communications. Executive

222. Increase subscription rates to Montana Executive

Outdoors.

223. Encourage Montana Outdoors to attract new Executive

subscribers.

224. Sell artwork on a commission basis. Executive

225. Increase film copy costs. Executive

226. Relocate printing, mail and office supply dis- Executive

tribution to the Centralized Services Division.

227. Appoint a motor vehicle manager in the Cen- Executive

tralized Services Division.

Annual Saving

One-Time Cost

Annual Income

Annual Income

Annual Income

Annual Income

Annual Saving

Annual Saving

Annuiil Cost

Annual Income

Annual Income

AnniKil Cost

Annual Income

Annual Income

Annual Cost

$461,000

$ 4,000

$ 12,000

$3.3-million

$550,000

$ 3,000

$ 42,000

$ 88,000

$ 36,000

$120,000

$ 80,000

$ 50,000

$ 23,000

$ 5,000

$ 2,000
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RECOMMENDATIONS

228. Sell underutilized vehicles.

229. Eliminate the department's warehouse.

230. Transfer aircraft operations to the Centralized

Services Division.

231. Improve human resource management.

ACTION
REQUIRED



RECOMMENDATIONS

24f). Reorganize the Centralized Services Division

to consolidate services.

247. Update position descriptions and establish a

performance appraisal system.

248. Terminate the hail insurance program.

249. Change pesticide control regulations to sim-

plify operations.

250. Transfer pesticide licensing examinations to

manufacturers.

ACTION
REQUIRED



RECOMMENDATIONS
ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

266. Obtain an appropriate share of predator hide Executive

revenue.

Annual Income $ 25,000

Department of Highways

267. Eliminate the Personnel Division. Executive

268. Reorganize the Centralized Services Division. Executive

269. Centralize film processing and photographic Executive

services.

270. Construct a fireproof Photo Unit stor- Executive

age area.

271. Improve inventory control. ' Executive

272. Modify contractor payment procedures. Executive

273. Implement selected performance audit Executive

recommendations.

274. Increase encroachment permit fees. Executive

275. Centralize right-of-way acquisitions. Executive

276. Consolidate related appraisal and acquisition Executive

activities.

277. Eliminate the Preconstruction Bureau's Con- Executive

sultant and Safety Design Section.

278. Reorganize the Construction Bureau. Executive

279. Increase maintenance cost accountability. Executive

280. Reduce the vehicle fleet. Executive

281. Increase efficient vehicle use in the mo- Executive

tor pool.

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annua! Saving

Annual Cost

One-Time Cost

One-Time Cost

One-Time Cost

(Federal)

Annual Saving

Annual Cost

One-Time Cost

Annual Saving

Annual Cost

Annual Income

Annual Saving

Annual Saving

(Federal)

Annual Cost

Annual Cost

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

(Federal)

Annual Saving

One-Time Income

Annual Saving

One-Time Income

$ 75,000

$ 64,000

$ 4,000

$362,000

$137,000

$ 21,000

$ 6,000

4,000

$2.7-million

$ 5,000

$ 25,000

$541,000

$ 72,000

$418,000

$183,000

$149,000

$ 38,000

$ 32,000

$ 47,000

$ 37,000

$166,000

$130,000

$ 20,000

$ 16,000

$1 .1-million

$620,000

$213,000

$200,000
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\CTION

REQUIRED
FINANCIAL
IMPACT

ESTIMATED
AMOUNT

282. Reduce the inventory of automotive parts and Executive

supplies.

283. Begin a protective painting program.

286. Discontinue overweight tolerances.

287. Improve scale maintenance.

Executive

284. Study maintenance benefits of seal coating. Executive

285. Revise the Gross Vehicle Weight Division's Legislative

fee and fine schedule.

Legislative

Executive

288. Eliminate the Cross Vehicle Weight Division's Executive

assistant administrator.

289. Automate truck permit accounting Executive

procedures.

290. Automate permit accounting procedures. Executive

291. Conduct a biennial Enforcement Bureau Executive

training program.

292. Study the need to arm field officers. Executive

293. Reduce projected field office staff Executive

requirements.

294. Reassign inventory stockmen to the district Executive

supervisors in the Centralized Services

Division.

One-Time Saving

Annual Cost

Annual Cost

(Federal)

One-Time Cost

One-Time Cost

(Federal)

Annual Sa\'ing

Annual Saving

(Federal)

Annual Income

Annual Saving

One-Time Cost

Annual Saving

Annual Saving

(Federal)

Annual Saving

Annual Saving

Annual Cost

Annual Cost

(Federal)

Annual Saving

$129,000

$ 47,000

$ 36,000

$ 14,000

$ 11,000

$2.8-million

$2.3-million

$3.1-milli()n

$ 6,000

$ 3,000

$ 17,000

$ 13,000

$ 7,000

$ 14,000

$ 4,000

$ 3,000

$245,000

Department of Revenue

295. Initiate cost benefit analyses on proposed sys- Executive

tems developments.

296. increase the investigative staff in the Welfare Executive

Fraud Bureau.

297. Restructure the Child Support Enforcement Executive

Bureau.

Annual Inc ome
Annual Cost

Annual Saving

Annual Saving

(Federal)

Aiiiiu.ll ( Ost

Annual Cost

(Federal)

$135,000

$ 90,000

$129,000

$389,000

$ 28,000

$ 67,000

152



RECOMMENDATIONS
ACTION
REQUIRED

FINANCIAL
IMPACT

ESTIMATED
AMOUNT

Liquor Division

298. Abolish the state-owned liquor retailing Legislative

system.

299. Phase out the liquor license quota system. Legislative

300. Delete table wines from the item selec- Legislative

tion list.

301. Restructure the administrative staff. Executive

302. Abandon the point-of-sale inventory Executive

program.

303. Improve warehouse utilization. Executive

304. Accelerate inventory turnover. Executive

305. Reorganize district operations. Executive

306. Convert low volume state stores into agency Executive

outlets.

307. Change special order procedures. Executive

308. Develop a complaint procedure. Executive

Annual Income

One-Time Income

Annual Saving

Annual Saving

One-Time Saving

Annual Saving

Annual Saving

One-Time Saving

One-Time Income

One-Time Cost

Annual Income

One-Time Saving

Annual Saving

One-Time Cost

Annual Saving

Annual Cost

Annual Saving

$3.9-million

$1 1.4-million

$ 31,000

$337,000

$1 .6-million

$ 33,000

$ 36,000

$759,000

$240,000

$ 40,000

$618,000

$5.2-million

$ 35,000

$ 3,000

$1.8-million

$1 .5-million

$140,000

Property Assessment Division

309. Centralize property assessment activities in Legislative

the state office.

310. Require staff assessor certification. Executive

311. Reevaluate the timber appraisal system. Executive

312. Change staff requirements for statewide real Executive

property reappraisal.

313. Require a state building permit. Legislative

Annual Saving

Annual Cost

One-Time Cost

Annual Cost

One-Time Cost

One-Time Cost

Annual Income

$4.7-million

$1.8-million

$289,000

$ 4,000

$ 29,000

$ 15,000

$ 19,000

Operations

314. Increase Income Tax Division staffing. Legislative

315. Eliminate the Withholding Bureau in the In- Executive

come Tax Division.

316. Expand the estimated tax payment Legislative

requirements.

317. Adopt the federal overdue tax interest rate. Legislative

Annual Income

Annual Cost

Annual Saving

Annual Income

Annual Income

$2-million

$211,000

$ 33,000

$1 .5-million

$550,000
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318. Increase the Natural Resources and Corpora-

tion Tax Division's auditor staff.

319. Reorganize the Miscellaneous Tax Division.

320. Increase cigarette license fees.

ACTION
REQUIRED



RECOMMENDATIONS

339. Raise the aviation gas tax.

340. Establish inventory controls at the aeronau-

tical supply store.

341. Eliminate the part-time file clerk.

ACTION
REQUIRED
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Sponsors

A & E Partnership, Architects, Billings

L. R. "Bill" Aldrich, Billings

Anaconda Aluminum Company
The Anaconda Company
Anderson ZurMuehlen & Co., CPA's, Helena

ASARCO Inc.

Atlantic Richfield Co.

Beatrice Foods Co./Meadow Gold Dairies

Bechtel Power Corporation

Best Western Colonial Inn, Helena

Best Western Heritage Inn, Great Falls

Best Western jorgenson's Holiday Motel Restaurant and Lodge, Helena

Best Western Outlaw Inn, Kalispell

Best Western Ponderosa Inns of Billings and Great Falls

Big Horn Bank, Hardin

The Big Mountain, Whitefish

The Billings Gazette

Boyd Coffee Co. & Today Food Products, Great Falls

Bragg, Ingold & Co., Missoula

Brinkman & Lenon, Architects and Engineers, Kalispell

Broadwater Athletic Club & Hot Springs, Helena

Neil S. Bucklew, Missoula

Burlington Northern Inc.

Butte, Anaconda & Pacific Railway

Buttrey Food Stores

Cenex

Champion International Corporation

Christian, Spring, Sielbach & Associates, Billings

Citizens Bank of Montana, Havre

Citizens State Bank, Hamilton

Coach House, Helena

E. B. Cogswell, Great Falls

Coles Department Store, Billings

Conoco Inc.

Continental Keil Inc., Billings

COP Construction Co., Billings

Corette, Smith, Pohlman & Allen, Butte

Crowley, Haughey, Hanson, Toole & Dietrich, Billings

D. A. Davidson & Co., Great Falls

Sterling H. Degner, Billings

Dobbins, DeGuire & Tucker P. C, Missoula

Al Donohue, Great Falls

Patricia P. Douglas, CPA, Lolo

Earl's Distributing, Inc., Missoula

Elenburg Exploration Co., Inc., Havre

Empire Steel Mfg. Co., Billings

Equitable Life Assurance Society

Exxon Company, U.S.A. - Billings Refinery

Farmers State Bank, Victor

Financial Aims Corp., Great Falls
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First Bank System, Inc.

First Bank System Banks

First Bank Billings

First Bank West Billings

First Bank Bozeman

First Bank Butte

First Bank Forsyth

First Bank Fort Benton

First Bank Great Falls

First Bank West Great Falls

First Bank Havre

First Bank Helena

First Bank Lewistovvn

First Bank Livingston

First Bank Miles City

First Bank Southside Missoula

First Bank Western Montana Missoula

First Trust Company of Montana

First Boulder Valley Bank

First Citizens Bank of Butte

First Citizens Bank of Miles City

1st Citizens Bank of Poison

First Interstate Bank of Great Falls

First Madison Valley Bank, Ennis

First National Bank of Fairfield

First National Bank in Libby

First Security Bank of Anaconda

First Security Bank of Havre

First Security Bank & Trust, Miles City

First State Bank of Froid

The First State Bank of Malta

First State Bank of Montana, Thompson Falls

The First State Bank of Shelby

Flint Creek Valley Bank, Phiiipsburg

Flint Engineering & Construction Co., Billings

Kenneth R. Flynn, Havre

Foundation Materials Consultants Inc., Helena

Frontier Chevrolet, Billings

Galusha, Higgins 6i Galusha, Helena

Mrs. Patricia S. Gehman, Billings

Gibson Discount Centers of Montana

Jim Gilman Excavating, Inc., Butte

W. R. Grace & Co.

Great Fails Gas Company
H C Oil Co., Inc., Billings

Harrington Pepsi-Cola Bottling Co., Butte

Hart-Albin Co., Billings

Hines Motor Supply, Billings

Ivan Howard, Stevensville

IBM
IFG Leasing Company, Great Falls

Imperial Lanes, Helena

Intermountain Dist. Co., Billings

I & A Insurance, Billings
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lackson, Oitzinger & Murdo, Attorneys at Law, Helena

Junkermier, Clark, Campanella, Stevens, P.C. - CPA's, Great Falls

Kaiser Cement Corporation

KMON Radio, Great Falls

Robert M. Knight, Attorney at Law, Missoula

Kreitzberg Associates, Inc., Billings

David and Rosemary Krueger, Billings

Lake County Bank, St. Ignatius

Little Horn State Bank, Hardin

Long Construction Co., Billings

Malee Photography, Helena

Midland Inc., Miles City

Miners Bank of Montana, Butte

Montana Bancsystem, Inc.

Montana Bancsystem Banks

Montana Bank of Baker, N. A.

Montana Bank of Billings, N. A.

Montana Bank of Bozeman, N. A.

Montana Bank of Butte, N. A.

Montana Bank of Circle, N. A.

Montana Bank of Livingston

Montana Bank of Mineral County

Montana Bank of Red Lodge, N. A.

Montana Bank of Roundup, N. A.

Montana Bank of Sidney, N. A.

Montana Bank of South Missoula

First National Montana Bank of Missoula

Montana Barite Company Inc., Missoula

Montana-Dakota Utilities Co.

Montana Deaconess Medical Center, Great Falls

Montana Petroleum Marketing Company, Billings

Montana Physicians' Service-Blue Shield

The Montana Power Company
Morrison-Maierle, Inc., Helena

Mountain Bell

Murphy, Robinson, Heckathorn & Phillips, Kalispell

Naegele's Office Supplies and Furniture, Helena

Bruce Nelson Realty, Great Falls

NERCO, Inc.

Northland Steel Company, Billings

Northwest Airlines, Inc.

Northwest Bancorporation Foundation, Minneapolis, Minnesota

Banco Banks

First National Bank, Butte/Anaconda

First Northwestern National Bank, Billings

First Northwestern National Bank, Dillon

First Northwestern National Bank, Kalispell

Northwestern Bank of Helena

Northwestern Bank of Lewistown

Northwestern National Bank, Great Falls

Northwestern Union Trust Co., Billings, Great Falls and Helena

Northwest Computer Services, Inc.

Northwest Pipe Fittings, Inc., Billings

Northwestern Telephone Systems, Inc.
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Owen's Enterprises, Inc., Kalispell

Pacific Hide & Fur Depot, Great Falls

Pacific Power & Light Company
Park Plaza Hotel, Helena

Bill Pesanti, ANR Garrett Freightlines, Inc., Butte

Petro-Lewis Corporation, Billings

George R. Pierce, Inc., Billings

Pioneer Bank, Billings

The Printers, Inc., Helena

Rice Motors, Great Falls

Rimrock Bank, Billings

Roscoe Steel & Culvert Co., Inc., Billings

St. Patrick Hospital, Missoula

Sage Advertising

Saint Vincent Hospital, Billings

Jo Schmitz, DBA Form Master, East Helena

Security Bank N.A., Billings

Security Bank of Colstrip

Security State Bank, Plentywood

The Security State Bank, Poison

Seiover Buick, Billings

Semitool, Inc., Kalispell

Sletten Construction Co., Great Falls

CIvde Smith Logging Inc., Kalispell

Sportsmen's Supply Inc., Billings

State Bank & Trust Co., Dillon

Stauffer Chemical Co.

Stedje Brothers, Ronan

Stratford Steel Structures, Inc., Butte

Tractor & Equipment Co., Billings

Traders State Bank of Poplar

Tri-State Equipment, Inc., Billings

ludith Wallinder, DBA Farmers Insurance Group, Billings

Western National Bank of Wolf Point

Xerox Corporation

Yellowstone Bank, Absarokee

Yellowstone Bank, Columbus

Yellowstone Bank, Laura!
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